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NAVY review completed 


24 September 1975 

MEMORANDUM FOR: Director o£ Personnel 

subject ' Survey o£ Position Management and Compensation 

Division, OP i 



In keeping with our understanding, submitted under separate 
cover is my report o£ survey o£ PMCD. As discussed with you ^d 
your Deputy, and as noted briefly to the DD/A, tlie study outline 
initially provided was used as a guide in the survey. Certain 
suggested areas o£ "exploration" in that outline were not pursued^ 
because in light o£ the currency o£ documentation in ^CD, including 
studies o£ the Civil Service Commission in some o£ which P^^CJ) par- 
ticipated quite actively, such "e:^loration" would have been, in 
iny opinion, nonproductive or duplicative. 


The report will have to speak £or itsel£, but there a^e one or 
two general points I would like to make here. First, in PM® 1 
believe you have a dedicated, experienced and competent staff, well 
equipped to discharge its mission. This is not to say that PM® is 
^thout fault or problems, but the base is good ^d faults can be 
corrected and problems solved. Second, while this survey will not, 

^ in all probability, contain any "new and startling" insights, it may 
reinforce some management concerns and the need for early and decisive 
corrective action, it may bring to mind some forgotten, or ignor^, 
principles of position management and classification, and it will 
provide some concrete, practical recommendations which, if amplOTented 
and supported by all concerned, will, hopefully, lead to signif^ant 
improvanent in the Agency's management of manpower resources. These 
recoimiendations are set forth at appropriate points throughout the 
report. However, it might be helpful if I were to summarize here 
the most significant ones together with a brief note on tte defi- 
ciencies they are designed to correct or the problems which they 
might be helpful in solving. I would also add that where r^ommenda- 
tions call for regulatory amendments, or the promulgation of poli^ 
statements or other documentation, suggested drafts of such material 
are included in the body of the report. 


A. Mission : 

In order to ensure that all concerned are fully aware 
of the importance of, and need for, position management and grade 
control in the management of manpower resources and that the role of 
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the Director of Personnel exercised through PMCD in these areas is 
understood, accepted and supported, it is recommended that: 


1. That the DCI issue as an Employee Bulletin or a 
Headquarters Notice, or both, a policy statanent outlining his man- 
power resource management concerns and proposed actions to ensure better 
management in this area. 


2. be amended to establish, by regulation, ^ 

STATINTL the responsibility of the Director of Personnel to administer position 
management and grade controls and related areas of manpower resource 
manag orient. 


STATINTL 


3. 


I I be amended to define, with som^degree of 

precision, the totality of the Director of Personnel ' ^PMCD's mission 
for position management, classification and compensation ^d the natoe 
of surveys which must be conducted to "audit" the continuing validity 
of organizational structures and position classifications. 


STATINTL 


B . Responsibility and Authority : 

In order to clarify manpower resource managonent responsi- 
bilities and authorities, to avoid duplication of effort and to foc^ 
on the need for the coordination or collaboration of diverse elements 
in the Agency in certain areas of manpower resource management, it is 
recommended that: 


1 . I |)(e) be amended to include the Director 

of Personnel as a channel tnrough which proposed organizational changes 
must flow to the DCI. 


STATINTL 


STATINTL 


2. Add to 


1) a new subparagraph, (j), which 


would give to the Director of Personnel, by regulation, the authority 
he already has by memorandum from the DCI to approve, subject to the 
Comptroller’s concurrence, requests for increases in average grade 
and upper level ceiling. 

]) , subparagraph (b) , which 


3. Delete from] u, suupax dpn 

STATINTL no lonver be necessary in light of the above noted addition of 

_.i. -u I rrhi*; deletion would require the 


subparagraph (j| 
STATINTL renumbering of 


(This deletion would require the 
d and e) to (b, c and d). 


4 . 1) (a and c) to provide for Comptroller 

and Director of* Personnel cOiiauurJtion in reviewing proposals: for 
significant manpower allocation or structure changes, for recommenda- 
tions to the Director in these and related areas and for ensuring con- 
tinuing review of manpower levels and allocations. 
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5. Amondl^^!^^]) by deleting the words ’’and the 

STATIN’^jj.j^.jq^jJ involved” since ”wnrvina>^'» i<; ^imnosedly not a criterion of 


OT A TiMTi position evaluation. (Note: | would require 

^ ^ ' Wndment later if. the factor- ranking/ bencMKH'K, ui bther unifoim system 
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of position evaluation is adopted.) 


STATINTL 


STATINTL 


STATINTL 


6. Ameni 


]) to levy responsibility on the 


STATINTL amend 
STATINTL 


Director of Personnel for periodic reporting to the DCI and the Deputy 

Director concerned for Personal Rank Assignments of supergrade personnel 

and r) nnt;iinerprade personnel assign ed to si?)ergrade positions. Also 
-•T o ciiK'nti'r'aaTartl 


Iby adding a new subparagraph (3) , to 


reflect thepCfinm±ijiJ 2 _j:eqiarement tliat would be iirposed by the noted 
amendment t 


7. Amen(^ |c) by providing for an Audit Staff 

review of existing Office ot Personnel position management survey data 
T^-rirvT- to initiating "Aaencv resources” audits as defined in 


prior to initiating 

(2)(b) (2). 


STATINTL 


8. Amend 


]) by replacing subparagraph (d) with 


a new subparagraph (d) , (this will require renumbering the existing 
(d, e, f and g) to e, f, g and h) , to require the Audit Staff to cooirdi- 
nate with the Director of Personnel on all audit findings ^d recom- ' 
nendations relating to position management and manpower utilization. 


C. PMCD - Organization and Staffing : 

In order that PMCD may discharge the totality of its 
responsibilities, provide necessaiy position documentation, as well 
as the establishment, maintenance, and continuing ipdate of standards, 
and develop and exercise the creatiidty essential to boA the viability 
and currency of any position management and classification activities, 
it is recommended that: 


1. The staff of PMCD be increased; the number (which 
to some degree be influenced by the degree to which recoiuTOndations 
in this report are approved and implemented) to be determined by the 
Director of Personnel. 



2. A definitive plan for PMCD staffing be devised to 

ensure : (a) the continued existence of a core of "professional” I 

classifiers or PMCD "careerists” and (b) a reg^ar rotation of "other” M 
careerists through PMCD (a tour of four years is recommended) , a 
greater emphasis on "management” or "system analysis” orientation 

and/or such training for personnel assigned to PMCD. 

3. The initiation on an imimediate and urgent basis - 
even at the expense of a diminution or temporary cessation of cyclic 
surveys - of a program designed to provide "meaningful standards” for 
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as many positions as possible. It is also suggested that this program 
utilize not only the work currently being done by PMCD on the new 
factor- rariking/benchmark system of the Civil Service Commission, but also 
the modular evaluation system used so successfully by PMCD with respect 
to certain positions in the Office of Communications. This suggestion 
is offered for several reasons including the fact that the modular 
system requires input from the operators and does away with the need 
for a multiplicity of job descriptions. One further thought - rndtial 
application to show what the system can do might be made in Division D, 
DDO; in the Information Services Group, CRS, DDI; with respect to 
scientific positions in DDS^T, and the Office of Joint Computer Support 
in DDA. 

4. The recreation of a Standards Branch. 

D. PMCD - Its Modus Operand! and Relationships with the 

Operators : 

Even the critics acJmit the need for PMCD, its objectivity 
in discharging its responsibilities and the validity of surveys - 
though not necessarily on the current cyclic basis - which PMCD must 
conduct. Those same critics - with agreement from PMCD in many cases 
and disagreement in as many more - point vq? what, to them, are signifi- 
cant problems they encounter in dealing with PMCD. Rather than att;cmpt 
any general recommendations in this area, it is suggested that you and 
your staff review the PMCD "poll" included in this report to determine 
those areas in which you think corrective internal action might be 
desirable and those in which the need for "operator education and 
support" are the primary requisite. 

E. PMCD - Its Place in the Agency Hierarchy : 

A question sometime discussed is whether or not PMCD can 
really do an effective job given its "remoteness" from top management 
and the multiplicity of channels through which its findings and recom- 
mendations must flow before, in many cases, decisions for actions can 
be made. Though a case could be made to move PMCD to a higher, more 
independent level of Agency management, in order to give it a more 
positive "say" in the management of manpower resources, it is recom- 
mended that so such relocation be effected. First, PMCD related activi- 
ties are for the most part elements under the Director of Personnel or 
his counterpart [i.e., the Deputy Director General of the Foreign 
Service who is also the Director of Personnel in State, the Director 
of Civilian Manpower Management (DCM) in Navy] throughout Government 
and industry. Second, in the Agency the interrelationship of PNO’s 
fimctions with other policy and control responsibilities of the Office 
of Personnel dictate the need for the Director of Personnel to have 
these related activities under his direct control. However, it must 
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be recognized that these policy and control responsibilities might 
more properly be described as "staffV functions and different from 
what might be teimed the ’’line” functions of personnel services or I 
personnel administration activities such as recruitment, placement, 
etc. Further, that these "staff” responsibilities require, as was 
true under the Executive Director-Conptroller modus operand!, a dif- 
ferent access to, direction from, and support of the highest level of 
Agency management. Thus, while it is recommended that P/CD remain 
where^it is, that is, in the Office of Personnel, it is also suggested 
that consideration be given to clarifying the distinction - ^ 

is indeed one to be made - between the staff and line responsibilities ^ 
of the Director of Personnel and defining the mechanisms or channels 
by or through which these differing responsibilities can best be dis- 
charged. 

F. Centralization vs Decentralization : 

It is opinion, shared by almost all interviewed in 
the course of the PMCD "poll", as well as many otiiers with whom the ^ 
point was discussed in the course of this survey, that decentralization / 

of PMCD’s functions - except to the degree used in the application of ^ 

the modular evaluation system in llie Office of Communications, is 
neither necessary nor desirable. However, if for any reason manage- 
ment ^vould still wish to consider decentralization, it is recommended 
that no action to decentralize any of PMCD's functions be undertaken 
at this time. There are at least two reasons for this recommendation. 

First of all, the totality of PMCD’s mission and responsibilities is 
neither understood nor accepted by 1±e line managers to whom such 
decentralization would have to be effected and hence the need to get 
the basis for a centralized system clearly established before any 
thought can be given to any delegation of cl^sification or other 
PMCD function or authority. Second, the position documentation and 
mutually understood job standards essential to any management system, 
especially one that is decentralized, simply do not exist to the degree 
necessary and must be developed to put the current centralize piogram 
on the desired firm footing. Only after these deficiencies are cor- 
rected could or should any consideration be given to decentralization 
because only then could a valid determination be made as to what 
function or functions of PMCD might be decentralized and to what level 
and with what constraints. 

G. Administration of Supergrade and SPS Positions : 

To meet the need for better administration of supergrade 
and SPS positions, it is reconmended tliat: 
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1. A joint, concerted effort be made by the Office of ^ 
Personnel and the ’'operators'* to develop more realistic job descriptions 
for siipergrade and SPS positions. 

2. PMCD using a combination of both the upcoming factor- 
ranking/benchmark system and factor analysis criteria of the Executive 
Evaluation System developed earlier (by a management consultant firm 
under contract to the Civil Service Commission) as part of the Federal 
Executive Program, undertake to construct a more objective method for 
the creation of standards for the evaluation of supergrade and SPS 
positions. 


3. To help ensure a greater uniformity in the development 
and application of these processes, the Director of Personnel consider 
making one classifier in PMCD responsible for these and related phases 
of the administration of supergrade and SPS positions. "Hiis officer 
would, in effect, become the Office of Personnel specialist on super- 
grade/SPS problems, whether they be problems of promotion, ceiling, 
standards, position evaluation, the utilization of positions or person- 
nel, or any regular, annual or other reviews of manpower resource 
management as they impacted on these executive levels. 

4. In recognizing the requirement for involvement of the 
Director in matters of supergrade and SPS personnel, and in the absence 
of the Executive Director- Comptroller, the Director delegate to the 
DDCI, or such other senior officer he might choose, responsibility for 
final decision making authority on actions relating to such supergrade/ 
SPS personnel and/or positions. It might also be noted that such a 
delegation might properly go to the Director for Management if the 
Kockefeller Commission's proposal for the establishment of that posi- 
tion is approved and implemented. 

5. Looking to the future when hopefully the current 
salary "freeze" will be lifted, and recognizing the significmt salary 
levels which would then be applied to supergrade and SPS positions, 
consideration be given to the establishment of upper/lower ''salary 
limits" as opposed to "GS grades" for executive level positions. (A 
not entirely new idea.) Such a system, which might put a more realistic 
"value" on positions and provide a greater flexibility in "executive" 
level assignments is described in more detail in the body of this 
report. If found feasible "in principle," it might be initiated on a 
trial basis with respect to overseas stations. 

Obviously these recommendations, if approved, will require the 
effort and cooperation of a host of individuals and components through- 
out the Agency; but whether or not they are approved or others and 
better ones substituted for them, it must be made absolutely clear to 
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all that the requirement to manage manpower resources is a J.1^^ 
of life in Government today - more real than <^ven before - and all 
must do their part to see that Agency management is as good as, or 
better than, the rest of Government. j 

One last note - but a most important one. Let 
vi f to VPU for aeix SI 

for any shortfalls - but creclil; for any contribution 

to better management of manpemer resources is JV® ^ 
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to better management oi jucuiijuwoi 

to the hard work and professionalism of these fine officers. 


STATINTL 
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Off iVp nf Personnel Comments on 
Report of Survey of PMCD 
(September 1975) 


1 . General Comment 


.has developed a professional and thorough report 
of survey of PMCD. He has focused on the primary aspects and issues of 
this function. We consider his findings to be objective and logical. 
Our comments, therefore, are directed at the recommendations contained 
in Tab F "Specific Findings - Conclusions - Recommendations." 


2. Specific Comments 
Recommendation #1 


STATINTL 


That the cyclic survey program, which is a main contributor 
to PMCD's heavy workload and of questionable value in the minds of many, 
be reexamined with a view toward its elimination in favor of a "maintenance 
program, or its reduction in frequency and scope. 

Recommend that any "personnel savings" resulting be channeled 
into standards program activities. 


Comment: As noted by 


n his "findings," PMCD is 


faced with a continuously heavy workload"which requires continuous adjust- 
ments in priorities to meet requirements. "Less effective" activities 
are difficult to identify in that the array of requirements handled by PMCD 
are of almost equal importance. The cyclical survey program, ad hoc 
special surveys and position classification requests, reviews of appeals 
to classification judgments, statutory compensation changes, requests for 
non-standard work schedules and FLSA implementation impose an extremely 
heavy load on a limited working staff. The cyclical survey program imposes 
the heaviest load on PMCD but is the essential core program for the fulfill- 
ment of the Director of Personnel's Agency position management, effective 
manpower utilization, position classification and component personnel 
management evaluation responsibility. The cyclical survey program assures 
regular scheduled audit of the validity and appropriateness of component 
organizational structures and functions vis-a-vis their missions and 
functions, the command structure and authorities, manpower utilization 
and validation of position distribution and their grades. A"maintenance 
program is also necessary (i.e., between scheduled surveys) in order to 
effect changes that require current attention. Prior to adoption of the 
cyclical program it was not unusual for some components to go for 5-8 
years without a complete overview survey. Position management classification 
and manpower utilization problems can grow to serious proportions in such 
situations and are extremely difficult to correct. While it is true that 
some past surveys have been of marginal value from a "results" standpoint, 
the increasing number of requests for surveys from various components 
as well as the tone of feedback regarding our efforts suggests that the 
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PMCD survey is becoming one of the Agency's best management tools. More- 
over, current survey inputs will be absolutely essential for standards 
and benchmark development, monitoring compliance with FLSA, and other 
position management activity. 


The answer, of course, is to maintain both a quality standards 
program and a survey program without sacrificing one for the oth er. 
To do this would probably require an increase in PMCD's staff to I 


If an increase in staff is not possible, then the number of surveys 
must be reduced (without eliminating the cyclic program) in favor of 
greater effort on standards and benchmark development. 


STATINTL 


Recommendation #2 


That as many as possible of PMCD's current staff be assigned 
to a "crash" standards development program. 

Recommend that coincidental with, or at the conclusion of, 
this program the standards branch be reestablished. 

Comment : We agree that a carefully planned standards effort is 
necessary to clearly define evaluation criteria which is understandable to, 
and accepted by, management. In fact, PMCD had already begun this effort 
prior to the survey of PMCD. However, a quality product will require a 
substantial manpower commitment over a long period of time, and several 
internal assignments within PMCD have already been made for this purpose. 

Recommendation #3 

That PMCD continue its work leading to the adoption of the 
principles of the new Civil Service Commission's Factor-Ranking/Benchmark 
System which will provide a desired "uniform" base that can be readily 
understood by operator and classifier alike. Further recommend in the 
interest of ensuring greater operator participation that the modular 
evaluation technique used so successfully by PMCD in certain Office of 
Corrmunications positions (and which would seem to have similar application 
in places such as Div D, DDO, ISS in CRS/DDI, scientific positions in DDS&T 
and finance positions in DDA) be used as extensively as possible. 

Comment : We agree that PMCD should continue its work leading to the 
installation of the "Factor-Ranking/Benchmark" methodology. The modular 
system (which uses work examples rather than basic job factors that are 
the real basis for position evaluation) can be used in certain activities 
such as OC but would not be pertinent in most situations. We believe, 
therefore, that our objective, insofar as possible, should be the development 
of only one system for application on an Agency-wide basis. 

Recommendation #4 


Recommend (in addition to DCI Policy Statement on subject of 
Position Management) that (1) a position classification training program 
be developed for the purpose of "educating" component personnel officers 
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and operating officials involved in classification activities. (Such a 
program isn't incorporated in existing supervisory/management training 
courses.) (2) Publish a position management "flyer" for line managers. 

Comment : Agree with conclusion. PMCD presently offers two sessions 
per year of their training program for OP careerists. This is about all 
PMCD can handle with present staff and workload. One hour presentations 
should be incorporated in OTR courses such as the Mid-Career, Basic 
Supervision and the Management Seminar. The present briefing paper 
provided component heads prior to scheduled surveys should be reviewed for 
possible improvement. 

Recommendation #5 


In the absence of an Executive Director-Comptroller or the 
delegation of final classification authority to a senior officer of 
the Director's choice, a formal appeal policy and procedural mechanism 
be established. This mechanism should provide for appeal by the operator, 
position incumbent, and - when such is necessary to maintain equity - by 
PMCD. 


Comment : A clear delegation of position classification authority 
(all grade levels) should be made by the DCI to the Director of Personnel. 


Recommendation #6 


That general controls be adopted to stop grade creep and the 
increase in supergrade positions and people. 

Comment : An increase in average position grade is not unusual in any 
organization that has experienced sizeable reductions in overall ceiling 
over a period of a relatively few years. Nonetheless, grade creep is costly 
and usually requires strict control measures if it is to be halted. The 
Agency's supergrade allowances are allocated by 0MB and must be justified 
for retention and/or increase to 0MB. We can expect close scrutiny by 0MB 
of our supergrade ceiling in the near future. 

Recommendation #7 


That control of average grade and of position management be monitored 
by DCI review in a manner similar to the APP on the people management side. 

Comment : We agree that more emphasis should be placed on operating 
component managerial responsibilities as regards their role in more effective 
position management and position grade control. However, from a practical 
standpoint, any specific proposals regarding a monitoring function must 
necessarily relate to the extent of changes in authorities, policies, and 
procedures which result from the total recommendations in this report. Initially 
at least, we believe that the recommendations regarding D/Pers responsibilities 
as given elsewhere in the report will provide for any monitoring necessary. 
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Recommendation #8 


Amend the Regulations to include position structure in the gross 
personnel ceilings at the time of allocations. Presently a Comptroller function 
(from a staff standpoint) the combination would be a joint Director of 
Personnel (PMCD) and Comptroller responsibility to the DCI with D/Pers 
responsible for review and monitoring. 

Comment: We disagree. By including position and grade structure 
in the gross personnel ceilings at the time of allocations unnecessary delays 
would be created. In "allotting" the numbers of positions at each grade 
level (GS-15, 14, 13, etc.) a ceiling at each level would thereby be 
established which components could cite as a basis for maintaining the 
number of positions "authorized" at each level. New ceiling allocations 
(including supergrade allowances) should flow from a review and justifi- 
cation of the activity and the development of a basic organization and 
position structure. 


Recommendation §9 

Define the position managanent function at the Agency level 
and place it upon the Director of Personnel as the other part of the 
position evaluation function. The objective would be to assure that 
the entire Agency understood that position management and classification 
are staff and coordinating functions of the Director of Personnel. 


Comment: We agree that the delegations of authority to the 
o-TATiMTi Director of Personnel and PMCD's charter as regards position management 
and position evaluation and classification should be more succinctly 
spelled out in t jip regulations. At the present time th ese responsibil ities 
are expressed 


and a Headquarters 


Notice. 


Rec ommendat i on #10 


Examine the competitvie promotion policy and the CS6A. Perhaps 
with the reduced complement and the average grade of incumbent approaching 
the position average grade, the CSGA should be based on position require- 
ments not on established positions and the actual advancement of an 
approved candidate for promotion, particularly at upper and supergrade 
levels should await the opening up of a position at the appropriate grade. 

Comment : The Career Service competitive evaluation, ranking and 
promotion system is based on the "rank-in-the-man" principle of evaluation 
and promotability of individuals in competition with other individuals in 
the competitive "group." The CSGA is an integral element of this competitive 
system and must be based on the actual graded position structure (i.e., 
not on position requirements). However, the question as to whether this 
approach is valid today should perhaps be studied. 
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RGcommendatjon #1 1 


Develop a more sophisticated basis to evaluate supergrade 
positions. The format and fact or analysis developed by the Civil 
Service Commission under that portion of the Coordinated Job Evaluation 
Plan applicable to the Executive Evaluation System (EES) would appear to 
provide an excellent base under which PMCD and "Agency executives" could 
build the necessary documentation for better supergrade position evaluation. 
A copy of the EES "factors" is attached. 

Comment : We agree, although the Executive Evaluation System (EES) 
is not necessarily the answer. It is possible that an extension of the 
basic Factor-Ranking/Benchmark System currently under review for evaluating 
GS-1 through GS-15 positions might then be the most appropriate basis for 
evaluating supergrade positions. 

Recommendation #12 


Establish a periodic review and report by the Director of 
Personnel to the DCI on the management and utilization of supergrade 
positions as they become vacant. 

Comment : See comments to Recommendation #16. 

Recommendation #13 


In the case of impasse between the Director of Personnel and 
the Directorates on the classification of supergrade positions - impasse 
formerly resolved by the Ex Dir-Compt, the DDCI, or other designee of the 
DCI, would make the decision. This appeal channel is suggested not only 
to remove the Deputies and/or their Associate Deputies from the awkward 
position of ruling on their own supergrade structure, but also to reinforce 
the Director's immediate responsibility for decisions relative to supergrade 
positions and personnel. 

Comment : See comments to Recommendation #16 

Recommendation #14 


The Director of Personnel should report to the Deputy Director 
concerned at the completion of two years of a SG PRA assignment and 
seek instructions on ending the PRA. The same procedure should be 
followed with respect to the reverse situation, namely the non-supergrade 
individual blocking a supergrade slot. 

Comment : See comments to Recommendation #16. 

Recommendation #15 

Quite apart from other reporting, the Director of Personnel 
should report once a year to the DCI on the number of supergrade personnel 
PRA'd, and the number of non-SG personnel occupying SG positions. Report 
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to be by major directorate, to show length of time of assignment and the 
Director of Personnel's recommendation for resolving "problem assignments" 
which have extended beyond a reasonable period. 


STATINTL 

STATINTL 


STATINTL 


Comment : See comments to Recommendation #16. 

Recommendation #16 

The new res ponsibilities of the D/Pers should be reflected in 
ampnrlmpnt^ tn[~ i Managpmpnt of SG Personnel as cross referenced in 
Suggested revisions are attached. 

Comment : The Office of Personnel with the collaboration of the 
Office of the Comptroller is preparing a paper on the management of 
supergrade positions and allowances which addresses these points. 

Recommendation #17 


Rework Personnel Administration to reflect the change 

of focus from service to control on personnel planning and control. 

Include the Director of Personnel responsibilities for position management, 
average grade control in this general statement of policies. The policy 
followed should be one of centralized planning and control of positions, but 
STATINTL with people management, including assignment, promotion, utilization 
decentralized as at present subject to D/Pers review. 

Comment : We agree that J as well as other related regu- 

lations should be thoroughly reviewed and reworked, in relation to such 
changes in authorities and responsibilities as result from the recommenda- 
tions contained in this report. 


STATINTL 


Recommendation #18 

Approval and review, including periodic surveys as provided for 
in I ~\), of position structure and the classification of positions 
should remain a responsibility of the Director of Personnel through PMCD/OP. 

Comment : We agree. 

Recommendation #19 

Good organization communication is based on confidence and is largely 
an aspect of leadership, to be achieved in part in the case of position 
management by the formal steps, announcement of intention, and regulatory 
and other policy/procedural amendments as discussed elsewhere in this report. 

Technical aids to good communication would fncfude the develop- 
ment, with operator participation, the promulgation of position standards, 
the inclusion of position management and classification in the training 
curriculum for supervisory and management training, the publication of a 
flyer, such as the Navy Dept's, on position management. [A "first-cut" 
draft of such a pamphlet based on the Navy "flyer" is included in this 
report.] 
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Make grade and position management an evaluation factor in 
the performance evaluation of every line supervisor, branch chief, 
division chief, Office Head, Career Service Head. Make all levels of 
supervisors which originate or propose official statements of duties and 
responsibilities understand that they are certifying what is in effect 
a pay-roll document; and that while the Director of Personnel through 
PMCD, OP has the staff and coordinating responsibility, final responsibility 
rests with line management. 

Comment: No disagreement. 
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FOREWORD 


To oversimplify vrhat is a very complicated subject, the current 
study of PMCD could be said to have had its genesis in three questions 
ever present, but raised more recently on a more urgent note: 

I 

1. What is wrong with PM!3)? i 

2. Can PMCD be decentralized? 

3. Is there a better way of handling the ’’problem" 
of supergrades? 

Equally oversimplified replies might go something like. 

1. Several things -- but they are not all PMCD's fault, 
nor can the "failures" of position (manpower resources) management 
te laid primarily - or possibly at all - at Pm's d»r. Perhaps 
it (PMCD) lacks the understanding, support, stati^, authority or 
"clout" necessary to the effective discharge of its responsibilities. 


2 . One of its functions -- classification of positions 
could be, but SHOULD it be? Are the advantages, assuming there are 
advantages, worth whatever price, if there is a price, that must e 
paid and finally, assuming positive answers to these last cited 
questions, are there adequate technical, administrative and personnel 
bases to permit such decentralization at this time. 


3 There may be but it might mean thinking of positions 
and people in teims of their "dollar" not their "grade" worth. Because 
when onS loolcs at the salary levels that "could" exist were “ ^ 

the present "freeze" a not unreasonable question might well be. ^e 
all &-18, or 17, or 16 positions/personnel/responsibilities reaiiy 

"equal"? 

Obviously, oversimplifications don’t help very mcuh in problm 
solving, but in this instance they have served as a basis for what 
might be teimed fairly brief monographs , included in the report, that. 

1, Provide an overview of PMCD’s classification practices 
and policies. 


2. Look at PMCD through the eyes of its critics as well 
as through its own reflective mirror. 

3. Discuss the problem of classification centralization 
versus decentralization in government in general, more 
particularly in "exempt" agencies, and specifically, 
in this Agency. 


iitii 
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BACKGROUND 

•'An Overview o£ Personnel/Position Management” 


Prior to the initiation o£ the current study o£ PM, the Deputy 
£or Plans and Control, 0££ice o£ Personnel and his staff had begun to 
look at this activity with a view not only of improving its uiage, its 
modus operandi and its relationship with Agency operators and line 
managers, but more importantly of conveying to and through ^agment 
at all levels a better and more complete understanding of the fact, 
character and the importance of PMCD's role in the management of man 
power resources. 


Since an understanding of personnel and position management in 
general terms was fundamental to all of the above ej^ressed goals, in 
3^975 1 I retired, formerly Chief of the ^Review ^Staft, 

Office of Personnel and at the time on contract to the Office of 
Personnel, undertook to draft a paper on the philosophy of personnel 
management and the interplay of position classification, cor^ensation 
and management in the deployment of personnel 

trol of expenditures for personnel services and the application of the 
factors within the Agency. His paper, which follows in _ 

entirety (it never really saw the "official light of day - his contrac 
terminated and a detennination was made to initiate the current stu yj , 
would provide an excellent background or "overview” of personnel/position 
management (and it has so been titled for tliis exercise) for any review 
of the classification - compensation - management of m^power resources. 
It can also serve as a "refresher" of some basic principles, guides an 
constraints of personnel/position management for those responsible or 
or subject to - manpower resource management. 
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(Persormcl/Position M'lnagement - An Overview) 


Surely it is as important to preplan the ilevelopment of personnel 
resources as it is to budget the expenditure of financial resources; 
and, personnel management presents different and more complicated prob- 
lems than those involved in the control of c:^cnditures for personnel 
services. There is no way to recruit or train or put to work a ceiling 
allocation or a dollar budget entry in object class eleven. Personnel 
management actions involve individual people with particular combina- 
tions of abilities, aptitudes and interests. Personnel actions can be 
only detennined intelligently against management's understanding of 
productive effort in terms of the people factors involved and its 
resulting intent concerning tlie makeup and deployment of the work force. 
The position management system is designed to provide that background 
in terminology which is consistent and useful Agencywide. 

Position Management functions to refine gross personnel ceiling 
allocations by adding the basic occupational infonnation which is 
essential to the intelligent management of human resources. The posi- 
■fion structure records management's analysis of personnel reejuirements 
and its plans for deploying personnel assets according to the need for 
various occupational skills and abilities at different levels of respon- 
sibility and pay. A system to produce some such blueprint is the corner- 
stone of any program for managing more than a liandful of employees. 

IJost personnel systems in government and in the private sector 
are founded on the basic concept of pay for work. Work is evaluated 
for this purpose either in teims of the job done, as described by the 
nature and level of the duties and responsibilities involved, or in_ 
tei-ms of productivity as measured by tlie quantity and quality of units 
acconplished. In the former case an employee's pay derives from his 
assignment to a particular job and in the latter from his performance 
within some prescribed range of productivity. On, the other hand, the 
concept of pay based vipon personal rank is peculiar to those personnel 
systems wherein periodic geographic relocations of employees is an 
overriding factor. In these systems employees are moved with some 
frequency between relatively structured assignments at different 
geographic posts; and, given effective performance, their advancement 
is based essentially upon seniority. 

The interaction of periodic geographic movements of personnel 
result in relatively brief and often shallow work relationships between 
individual enployees and those rcsj^onsible for managing and supervising 
their work. Such officials are seldom required to live for long with 
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tlie consequences of their own actions; and the focus of their concern 
is likely to become short ranged in terms of those limited productive 
and political goals which can be accomplished during a given tour of 
duty. Typically, therefore, these systems assign responsibility for 
the long range development and deployment of the workforce to mech- 
anisms outside the channels of direct command. Dnployee’s careers 
are managed by committees and panels wliich plan patterns of enployee_ 
development and utilization and determine the timing of specific actions 
as they affect particular employees. For example, the Foreign Service^ 
and the military services are designed to accomodate periodic geographic 
relocations of personnel which are programmed in thne but are neither 
dictated by nor necesssarily related in any direct way to the develop- 
ment or utilization of the particular individuals concerned. Both 
Fbreign Service and military personnel perfoim a sequence of more or 
less standardized assignments in a variety of geographic locations as 
deteimined by the needs of tiieir services. Tliose promoted are judged 
to be most deserving of such improved status and pay as conpared with 
their peers in terms of the long-range needs of the service and in 
consideration of the promotion headroom available. 

On the otherhand, personnel systems which are based on the con- 
cept of pay for work depend upon some standard method of classifying 
work by pay levels. In order to be effective, this process must be 
responsive directly to tlie highest level of authority in the area covered 
by the system and be isolated insofar as possible from the political 
and emotional considerations involved in the day-to-day operations of 
the organization (s) concemed. Tlie classification process should function 
arbitrarily to establish comparable pay levels for like levels of work 
whether measured in terms of duties and responsibilities or in tenns 
of prescribed unit output. Tlie work-pay structure so established pro- 
vides the basic framework for managing the workforce. It provides 
an occupational base to guide line managers who are responsible for 
developing and utilizing the abilities of employees witMn the organi- 
zation and an equitable rationale for coirpensation which relieves mana- 
gers and siq^ervisors of the unreasonable and fruitless pressures and 
conflicts which they would otherwise face in manipulating pay in re- 
sponse to the short-term considerations of day-to-day operations. 


In the competitive Federal personnel system, agencies are re- 
sponsible for applying the principle and standard of the Federal 
Classification System in analyzing and classifying ivork by occupation 
and by pay levels. In so doing they are exercising authority which 
is delegated by the Civil Service Commission. The CSC monitors and 
controls the exercise of this authority of an agency which does not ad- 
here to Commission standards and regulations in administering the 
classification system. Tliis central control insures general unifoi'mity 
of job classification by occupation and pay throughout the Federal 
system wherein pay levels are a direct function of the level of work 
performed. 
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How jTTUch similarity could one expect to find between the classification 
of jobs in one agency and another without the Commission's ovcrsigntr 
Federal, state and municipal governments could not function cohesively 
if their internal elements were required to establish pay rates inde- 
pendently and to compete with one another in pay for personnel services. 
Such "freedom" would also deny these organizations the pay stmeture 
essential to intelligent budgetary control over governmental expen- 
ditures for personnel services. 


For years the Agency has used the Civil Service classification 
system to analyze and record personnel requirements. This system of 
• occupational categories and pay levels evolved over years of study and 
application tliroughout the wide range of Federal employment and is 
being updated continuously as basic needs change. The criteria and 
standards of this classification system are tlie veiy foundation of merit 
personnel management in the Federal service; and, nuch curr^t attention 
is focused on assuring the integrity of the merit system. The President 
has personally stated his determination to beep the "Federal career 

service just tliat a career service in which men and women can be 

accepted in the first place on their ability and promoted on their 
ability." Tliis means that employees are not to be hired or promoted 
on the basis of favoritism or political considerations; but hired in- 
stead because their experience and abilities meet established needs, an 
promoted because their demonstrated talents suit them best to meet the 
particular qualifications required in higher level position vacancies. 


The classification system provides the stmeture of statv^ and 
pay levels in the Federal service. In this respect it is designed to 
assure employees' status and pay commensurate with the relative value 
of their work as deteimined by the application of common standards. 
Advancement is not viewed as an end in itself or a benefit fo 
pensed by managers according to their personal feelings toward the 
enmloyees concerned. Federal managers are denied the kind or license 
in handling public funds which they would have in handling their o\m 
money as entrepreneurs in the private sector. Managers who handle 
state and municipal funds or coiporate funds are also denied such 
freedom and are required to operate within some system of standards 
for evaluating work for pay purposes. 


State and Municipal governments generally operate under Civil 
Service personnel systems which are essentially similar to the competi 
tive Federal Civil Sei-vice. Job analysis and evaluation are also the 
foundation of personnel management in business enterprises of any size. 
Tlie classification of jobs by occupational category and relative levels 
of difficulty and responsibility established the basic structure for 
wage and salaiy determinations. Such a framework is essential whet ler 
these determinations are achieved through negotiations with organized 
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labor or by management alone in consideration of the labor marhet and 
pay offered by competitors for like work. Hie position of "job analyst" 
is common to both the U.S. and Canadian business communities and is 
among those five positions in the field of personnel management wliich 
are included in the American Management Association’s most recent survey 
of pay in professional and scientific positions. That survey report 
covers 701 job analyst positions in the 289 U.S. companies responding 
to this aspect of the survey and 48 such positions in the 24 Canadian 
companies responding. Hie following job description from the AMA Report 
matches the essential classification duties of this Agency’s Position 
Management Officers. 

"JOB ANAJAST and Salaiy Analyst) - Studies and^ 

analyzes wage or salaried jobs and prepares description 
3n standardized form; evaluates jobs using established 
evaluation systems, determines grades and prepares 
records of the validity of the evaluations; may serve 
on job evaluation committees; conducts compensation 
surveys and participates in coirpensation surveys con- 
ducted by other companies; develops, recomipends and 
writes job evaluation and compensation policy and pro- 
cedures; assists in adjninistration of merit rating pro- 
gram, reviewing changes in wages and salaries for con- 
formance to policy audits evaluation of jobs and 
application of existing job classifications to indi- 
viduals." 

In the Federal system managers are primarily responsible for 
developing employees’ talents and making the best use of their skills 
and abilities. Federal amployees, then, are entitled to that status 
and pay which they eani by the relative value of the duties and respon- 
sibilities which they perform. Tliere is serious concern over eyidence 
of misuse of tliis merit system. On 7 November 1974, Bulletin 
250-5 announced "actions to further assure the integrity of the merit 
system" and states: 

"Position descriptions play a vital role in determining 
pay levels and qualification requirements, and thus 
in authorizing payment of public funds, in establishing 
sources of recinitmcnt, in setting conditions for com- 
petition for appointment and advancement, and deter- 
mining whether positions should be excepted from the 
competitive service. To focus appropriate attention 
on the importance of the statements and information 
incorporated in official position descriptions, 
requirement for an expanded statement for certifying 
to the accuracy of position descriptions is being 
established;" 
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nnd further, 

"In communicating this requirement to operating 
offices, agencies arc requested to mahe clear that 
all other levels of sui^crvision which propose or 
approve official statements of duties and respon- 
sibilities are attesting to the same effect as the 
new supervisory certification. The necessary com- 
munication in tliis regard affords an excellent 
opportunity for reminding all parties of tlieir 
responsibilities in certifying position descriptions 
and for reaffirming that the function of position 
classification specialists in assigning a title, 
series, and grade to a position is not limited to 
classifying the position under applicable standards 
or procedures (in the absence of directly applicable 
standards) , but extends to resolving substantive 
questions that may arise concerning the accuracy of 
the position description acted on." 

On 18 February 1975, a local personnel news columnist reported 
that the Civil Service Commission had accused the State Department of 
massive violations of Civil Service personnel policies.^ According 
to the article the Commission "in one of the most scathing reports 
the Civil Service Commission ever issued on a Federal agency*' accused 
State of "serious management neglect" and castigated the Department 
for having "an alamiing tendency towards partiality in selection and 
advancement of euqployees . " The article stated further that the Com- 
mission accused State of misclassification of jobs and of "impix)prieties 
by State managers and supervisors in using undue influence to assure 
that preselected candidates are on promotion certificates." According 
to the article the Commission told State to submit within 60 days a 
merit promotion plan which meets minimum CSC requirements and to 
develop and submit for CSC approval proposed qualification st^dards 
for agency positions where no such published standards now exist. 

Tlie intent of tlie President and the Civil Service Commission is 
clear. Management action \diich subverts the classification system, 
whether willfully or inadvertently * * * attract strong censure. 

* * * Tlicrefore, managers must have a clear understanding of the role 
of position management in tlie Agency's personnel system. 

Tliere is special concern for the management of executive level 
positions. In his letter to the Director, dated 30 January 1975, the 
Director, O^IB reported the President’s request for help in slowing the 
upward trend of personnel costs and directed "special attention to use 
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every opportunity for eliminating or downgrading vacant positions 
particularly tliose at the GS-16, GS-17 and GS-18 levels." How does 
position management bear on this problem and how are "personnel ceiling 
allocations," "upper level coiling controls," "average grade controls," 
and "supergrade allocations" involved? 

Within this Agency: 

a. The "personnel ceiling" establishes; 

1. the maximum number of position requirements which 
may be established, and 

2. the maximum number of full-time permanent employees 
that may be on duty at the end of the fiscal year. 

b. The position management system operates to analyze and 
classi:fy each position 'requirement by occupation and by grade level 
according to standard criteria. Tliis process is directed by profes- 
sionals who are specialists in the organization and evaluation of work. 
They have no personal or fraternal interest in the outcome of the effort. 
Tlieir goal is a professional finding based upon the objective analysis 
of all infonnation pertinent to the structure of work arrangements and 
the evaluation of the duties and responsibilities of each position. 

This isolation of the classification process from the political and 
emotional involvement of the concerned managers is essential to the 
integrity of the system. The Civil Service Commission is the source 
of the position classification authority exercised by Federal agencies 
in the competitive service, and it monitors their performance continu- 
ously. TJre fact that this Agency is exempt from such external over- 
sight demands extra care by top management officials to assure the 
integrity of the system internally. 

1. In terms of the 0MB request concerning supergrade 
positions, this classification action might be influenced to some extent 
by the effect of an "upper level ceiling." This control restricts the 
number of positions which may be established in grades GS-14 and above 
and could, therefore, limit the number of positions to be classified 

at the supergrade range. Likely, however, those positions which actu- 
ally warrant supergrades would be so classified; and, any reduction^ 
necessary within the upper level ceiling Avould be taken among positions 
at grade*? GS-14 and GS-15. 

2. 'r]:ie classification of positions at the supergrade_ 
level might also be influenced by an "average grade control" requiring 
special management approval if the average grade of classified positions 
exceeds a pre-established level. Again, it is unlikely that this restric- 
tion would be allowed to deny supergrades to positions which merit 
classification at that level. 
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3. Since the Agency’s "supergrade allocation" serves 
Q]^5.y to control the nuiriber of employees in that grade range, it woul 
not influence the proper analysis and classification of positions at 
supergrade levels. 
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cpktRAL CX3^M•N^S ON CLASSIFICATION AND POSmON 

roucins and practices in we agency and 
CSC TRI:NDS IN IHliSE AREAS 


; I. CLASSIFICATION AUTHORITY 

* »* 

' . We CTassification Act o£ 1949 specifically exempted CIA from 

provisions of the Act. Prior to passage of the Act in October 1949, 
the Civil Service Caimission ruled that by terms of the CIA Act of 
1949, the Agency was not required to follow the Classification Act, and 
that the Commission was not required to enforce the Act within CIA. 

In reply'to the CSC s ruling the then DCI, Admiral Hillenkoetter, stated 
that, "You may be assured that in our internal personnel administration 
we will be governed by the basic philosophy and practice 
Classification Act of 1949, the CSC allocation standards, the pay 
schedulesrthe within grade salary advancement plans, and the pay rules 
of the Act- as they may be amended from time to time. In substantially 
the same manner as provided for other Agencies." This statement of 
policy has applied with fw exceptions tlirough the life of CIA. 
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II, AGRNCY CIJVSSIFICATION POLICY 

The underlying policy and objective of the Agency position evalu- 
ation program is "substantially equal pay. for equal work." To facili- 
tate the accon^lislmient of this obj’ective the Agency continues to 
fcllow the concepts and principles of the Classification Act of 1949, • 
with inodifications as necessary to meet unique situations. Agency 
policy as stated in Personnel Regulation specifies: "In setting 


up occupational categories and pay levels for Agency positions, it is 
Agency policy to follow the concepts and principles of the Classification 
Act of 1949, as amended, as a means for establishing effective internal 
position alignment, maintaining reasonable comparability witli otlier 
Govefhiiient Agencies, and sin^lify adjustments to conform to Fecteral 
salary' changes and employment benefits." The only sigiiificant difference 
bettNfeen this statement of policy and that expressed by Admiral Hillenkoetter 
in 1949 is elimination of the reference to Civil Service position stand- 
ards in the evaluation of positions. 
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HI.’ AGBNCT ClASSIFICATION DEVEU3PMENTS AND PRACTICES 

V 

in tho,.early years of the Agency pxoVlsions of the Classification 
Act of 1949 wore closcly.followed in the atoinlstration of the ^ ^ 

classification program. Rapid expansion of Agency programs and actrvxtres 
in the 50's nndercovered many problem areas that could be traced 
strict adherence to the policies and practices of tiee Classification ^ 

Act for it soon became obvious that many' operational and other simxatrons 

«ieiue to the Agency required some drfferent approach . 

AS a result, a number of modifications were made to the Agency 

fication program. The most significant were; • 

■ . a. 1>eveloi-ent of Agency position classification sta.;dards 

and grade levels, and 

■1,. The devel 0 E»ent of the flexible Table of Organizatron. 

These and other changes gave the Agency greater freedom in the estabUsh- 
ment of grade levels for positions and provided Agency managers wrth mor 
^ftority in utilization of their personnel and positions . 

^,ith this development of its own position standards program, the 
Agency moved further away fr» the classic and CSC position evaluation 
methods a^d.-tebhniques. ' Because of its history, the Agency has expert- 
mented with virtually every toown method and technique of posi ^ 
evaluation and has developed standards to facilitate the applicat^n 
of these various systems. Tliere are, or have been at any gnen t^ , 
five or six syst»«, or combinations thereof, used by i«CD on position 
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evaluation and while variety "may be the spice of life" in this case 
tlie multiplicity of systems has tended to confuse oi^erating officials 
as to how positions are really evaluated. Further, in some cases, 

(i.e., the evaluation of Finance Officer positions which is based on 
dollar volumes of transactions, numbers of accounts, projects and or 
personnel in a given organization) the techniques used tend to contra- 
dict certain regulatory policy statements such as "positions will not 
be evaluated on the basis of numbers or volume of work." That deficiency 
in their standards program and certain of their evaluation methods 
is recognized by PICD and they have been working to correct such defi- 
ciencies through the development of a more uniform classification system 
that would be understandable to and accepted by operating of f icials . 

One such action taken along these lines is PMCD’s current movement toward 
the new factor-ranking/benchmark system being developed by the Civil Service 
Commission. However, progress may be slower than desired because of the 
shortage of personnel in PMCD and the heavy workload which results 
from the cyclic survey program. Not only must this situation be corrected, 
but attention must also be given to greater participation by the opera- 
tors and line managers in establishing truely meaningful position 
standards, because only tlirough such participation can operators and 
managers undei'stand and accept their share of responsibility for position 
as well as personnel management. 

Perhaps the most significant change resulting in the Agency's 
departure from strict adlicrence to CSC policy was the establislvnent of 
grade levels more consistent with going rates in private industry, for 
it had long boon recognized that it is necessary to pay aiiployees salaries 
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at least equal to wliat they could earn in the private sector if the 
Agency expected to recruit and retain the caliber o£ employees needed. 
As a result of this pliilosophy, PMCD turned more to private industry 
for guidance and comparison in the establishment of pay levels and 
restricted comparisons inside government to exempt agencies such as 
State, Energy Resource and Development Agency (ERDA, formerly AIBC) 
and NSA whose personnel and skills requirements, and possibly to a 
lesser degree operations, are more closely akin to the Agency’s modus 
operandi in many areas . As a result of this practice, which also takes 
into account those requirements and or work characteristics unique to 
its mission, the Agency now has a grade structure equal to, or better 
tlian, any otlier agency in government and has been able to attract and 
hold the talents it needs. 
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IV. CSC CLASSIFICATION POLICIES AND Tl^NDS 


The trend vmder the Civil Service system has changed very little 
over the past 50 years. A preponderance of the classification methods 
and techniques now used under the Civil Service system were established 
under the Classification Act of 1923. A number of studies had been 
conducted in recent years to detonnine the desirability and feasibility 
of updating the systan, and as a result of the most recent of these 
studies, the CSC is converting to the factor -ranhing/benchmark system 
"evaluation system." This system is perhaps the easiest to understand 
and apply (it also had wide application in industry), and CSC is moving 
rapidly in the development of benclimark position descriptions and 
qualification standards. It should be noted, however, that significant 
dianges in grade levels or grade patterns are not expected under the 
system, rather modification will be limited pretty much to evaluation 
methods and techniques. This proposal and the early tests are good 
indicators, appears to be well received and should go far in elimi- 
nating sane of the mystic regarding the classification of positions. 
Agency implementation, tailored to those characteristics unique or 
otherwise distinctive to Agency operations, will do much to provide a 
framework for the necessary operator/manager mutual participation in 
establishing job standards. 
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V.. POSITICN MANAOMINT IN 11 IB AGENCY 

In the early life o£ the Agency, very little effort was directed 
toivard position management activities. For the most part, CSC policies 
regarding the establishment and utilization of positions were followed 
and in effect this meant that position management was pretty much limited 
to the rc'quirement of establishing an individual position for each 
employee. Operating, officials and management personnel in individual 
Agency ccsiiponents were, for the most part, allowed to deteimine the 
numbers and types of positions to be established and to develop organ! 
zational structures. This, in general, was the policy followed in the 
Agency up to 1957, In that year the Agency developed and implemented 
a new manpower control system and a significant part of that system 
was the flexible Table of Organization. Under this system, managers 
were given authority to assign and reassign personnel to determine 
the' nimibers of personnel needed and to adjust organizational ceilings 
with prior approval of FMID. Ihe system, still in operation, has 
proved successful, partiailarly in light of the Agency’s high volume 
of personnel rotation which would encounter considerable difficulty 
under normal .CSC systems . . 

In 1961- the Agency lianagement Staff was abolished and PMCD assumed , 
responsibility for the "full scope" of position management activities. 
From 1961 to the present BO) has become more and more active in these 
areas, but the force and effect of PNO)’s deteiminations and recommenda- 
tions in the present-day real world seem advisory at best, and final 
autliority for position management would appear to rest with the operator. 
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Further, the splintering of "personnel management responsibilities" 
under the regulations, and the even more recent assignment of "manpower 
utilization review" to the Audit Staff under , have tended to 

confuse of obscure "where the buck really stops" in the area of personnel/ 
position management. \ ^ 








Approved For Release 2003/12/16 : CIA-RDP79-00498A000300090007-2 







r rp 

h . - 

if L 


rm 



Approved For Release 2003/12/16 : CIA-RDP79-00498A000300090007-2 


VI. CSC DEVELOIMiNTS AND TRENDS 


Since- the middle 50 's the CSC has become very active in the 
field of position management. It has implemented a number of changes 
such as requiring an annual review of each position to determine its 
need, requiring the position classification office of individual agencies 
to review organizational structure for proper worker/supervisory ratios, 
proper span of control, piuper clerical/profossional ratios, etc. In- 
deed, the CSC now considers position management to be equally inqjortant 
as position evaluation and it is also CSC’s opinion that position manage- 
ment and classification personnel should play a very active role in the 
field of manpower resource managanent and should be given considerable 
authority .in implementing their recommendations. That this philosophy 
should be xmderstood and accepted in the Agency is a sine qua non to 
effective management of manpower resources. 
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CLASSIFICATION ALmiORm 
CENTRAI.IZATIOM VERSUS DECENTRALIZATION 


Background and History 

liie question regarding the placement of authority for position classi- 
fication in the Federal Government dates back to the nineteenth century. 
tl|) until the late eighteen hundreds there was no position classiiication 
program in the Federal Government. Complete and. final authority for 
establishing pay rates rested with the supervisor or manager. He was 
given a certain amount of money each year for personnel salaries to 
.Spend as he deemed best. The results of this system was complete chaos - 
low morale, petty, officer politics, selling of jobs, salary kickbacks, 
inequities in pay, favoritism, etc. In ihe 1880’s, Congress enacted a 
law that provided for a regulatory group to oversee Federal Civil Servants 
Among the accoirplishments of this group xvas the establishment of guide- 
lines for setting pay rates. However, since the manager retained responsi 
bility for administering this function without higher regulatory controls, 
conditions improved only slightly under this system. After considerable 
study. Congress enacted the Classification Act of 1923 which centralized 
classification. authority, provided for the establisliment of a uniform 
pay plan and evaluation standard, and assigned the Civil Service Commis-’ 
sion responsibility for enforcing the Act. From that time to the present 
all agencies and departments subject to the Classification Act have 
operated under a centralized classification program. 
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Practices To-Date in CIA 

CIA has operated under the centralized system throughout its life. 
Tliough the question of decentralization has come up a number of times, it 
was always rejected on the grounds that it would create more problems than 
it would solve. Some informal atten^ts have been made by P.M.C.D. to get 
operators more involved in the evaluation process without offering them 
complete delegation of authority. In general, veiy little progress has 
been made in this direction. The reasons for tliis appear to be lack of 
clearly defined areas of responsibility, the absence of a uniform, easy 
to understand evaluation system, and the absence of support or push from 
"management.*' 
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Practices in Tndustiy 

Most major private conpanies in the U.S. have operating position 
classification programs. The programs normally include position evalua- 
tion systems, position standards, pay rate schedules, etc. The objective 
in industry is basically the same as that in government - equal pay for 
equal work. Industry is convinced that this can only be achieved through 
an equitable system of job evaluation. It is also believed that in order 
for a system to be equitable it must be applied uniformly through the 
organization and this can only be assured through a strong centralized 
systan. In many companies this responsibility is retained at the top 
management level. An extract from a PMCD paper on salary administration 
in industry is attached. (Attachment A) 
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Practices in Exempt Agencie s 

As noted earlier, some agencies and departments of government that 
are exempt from the Classification Act of 1949 have experijnented with 
decentralization of classifica^tion authority. 7\mong than are the 
Department of State and the Energy Research and Developnent Administra- 
tions (ERDA, formerly AEG). In the early 1960 's the Department of State 
classification authority for Foreign Service positions was completely 
decentralized to the Bureau level. The result: A complete loss of 
job equality and inflation of grade structure to a point where there 
was hardly any relationship between grade levels and skills and responsi- 
bilities of positions. As a result of this situation, the Department of 
State was forced some tvsro or three years ago to take action to once 
again centralize tlie authority to classification in the Office of 
Personnel. A difficult task under any circumstances. State's job was 
even greater because in tlie years of "decentralization" it had lost 
almost all of its classification personnel to other agencies. (A :fuller 
report on State and its position classification/management operation 
today is attached, Attaclment B.) 

The ERDA program of decentralization was relatively successful. 

The reason for the success can be traced to the development of a good 
evaluation system, interest on the part of managers in running a good 
program, and the responsibility placed on management for conforming to 
budget limitation, grade controls, etc., imposed by the Office of 
Management and Budgeting. However, it must also be stressed that under 
law ERDA can not pay any more for any position than would be payable 
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under Civil Service ComiTiission rules, and while BRDA has developed 
certain "bcnclmarks'* of its own, they are applied, in effect, against 
basic CSC standards. (A more complete rundown on ERDA's modus operand! 
today is attached, Attacivnent C.) 

NSA, another exempt agency, has operated under a centralized program 
which is outlined in Attachment D. IVo points might be noted. 

1. In the NSA system, operating officials participate fully 
in the development of position standards but the final authority rests 
with the Director of Personnel subject to appeal - though that eventuality 
has never occurred - to the Director of NSA. 

2. NSA operates under a ’'maintenance" rather tlian a cyclic 
survey program which -they have indicated saves them countless hours and 
a considerable amount of "unproductive" paperwork. 

Although NaA?y is not an exempt agency its recent experience on 
decentralization is of interest and pertinent to this discussion. Some 
time ago the Navy took steps to decentralize, to Navy and Ifarine Corps 
elements, the classification of civilian positions at the GS-15 level. 
However, on 1 July 1975 under SECNAC Instruction 12510.6, (Attacbnent Ej 
the Undersecretary of the Navy withdrew this delegation of authority. In 
doing so he commented that despite directives designed to control and 
reduce the number of GS-13 through GS-15 level positions with the Depart- 
ment, the number of high graded positions had continued to increase and 
for this he could see no justification, particularly in an era when the 
overall General Schedule census had declined. He also said "inasmuch as 
the intended reductions of high level positions must, in part, be based 
on the classification of positions, the delegated authority * * * is 
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being amended and added anpliasis placed upon position classification 
as an essential personnel program." And, finally, he commented that 
"while it is recognized that this regrettably rescinds a small part 
of the authority now exercised by Commanding Officers, it is considered 
necessary to centralize control to best combat this problem." Tire 
centralization indicated was to the Director of Civilian Manpower 
I^fenagcment. 
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AdvantaHCs/Disadvantagcs of Centralization Authority; 

Some form of centralized control of job evaluation is absolutely 
essential in order to aheieve desired objectives. Tliere must be a 
single point or authority for developing evaluation standards and moni" 
toring the application of standards in the 'evaluation of positions. 

With all recommendations flowing through one office, proposed changes 
can be reviewed for consistency of internal alignment before action is 
taken. There also has to be a centralized point for overall policy ^ 
develoixnent, implementation of pay rate change, and serving as a clear- 
ing house for matters relating to control of ceilings, pay, personnel 
assigiments, tables of organization, etc. The strongest argument for 
centralization is equal treatment and unifoimity of action. From an 
overall personnel managemerit vieiq>oint there are no significant dis- 
advantages . to a centralized job evalmtion program. 
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Advantages and Disodvantafics of Decentralization Au t hority 

Decentralization of classification authority to the "operating 
level" does provide some advantages over centralization. Perhaps the 
strongest argument for decentralization centers around the operators 
knowledge of the jobs to be evaluated and the speed with which action 
can be accomplished. Presumably no single individual has better under- 
standing of the job and the importance of that job to the overall scheme 
of operations than the supervisor or manager. Because of this know- 
ledge he should be able to make job evaluations without the need for 
extensive audits or reviews, and he should also have an advantage in 
making internal comparisons with other positions in his organization. 

On the other hand, the greater disadvantages to decentralization 
are the lack of uniformity in applying tlie evaluation standards (this 
could and has often resulted in unequal pay for equal work) and the 
tendency on the part of many supervisors or managers to consider the 
qualification for and "rewards" of employees rather than the duties to 
be performed. Indeed, it was these very problems which led to the 
Classification Act of 1923 and the establisliment of a centralized 
classification system; and there is no great wealth of evidence to show 
that current day managers might be any different from their predecessors 
if given a "free" hand. Further, in a decentralized system there is 
great danger that the more unique, specialized, or "less populous" jobs 
like Registry, ADP positions, etc. will "get lost." 
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For the Future to Decentralize or Not in the Agency 

Tliere are, as already has been noted, arguments both for and 
against decentralization of the classification authority. Perhaps 
the strongest: arguments can be made against decentralization in govern 
ment and how, and certainly it has been well proven both in private 
industry and in government that true uniformity and equality in job 
evaluation can only be achieved through a centralized program. Not 
only does the weight of evidence support centralization but experience 


indicates that when decentralization has been 'affected successfully 

it has been limited, its been done against a background of firm stand 

ards and it lias been made subject to some kind of central control and 

monitoring. All this does not mean that no decentralization can or/ 

■ ^ 

should be. made. As a matter of fact, a modified centralization in the 
■ Agency is not only possible but might very well be effective given the 
\ proper fram of reference in which it would operate. Such a program 
\ might also do much to provide for a more responsive and responsible 
\position managanent system. 

■ However, if there is to be a decentralization of classification 
authority, it must bo done only at tlie basic ground rules, including a 
clear cut definition of the "level of decentralization, have been 
established and are fully understood by all concerned only after the 
proper base - standards for decentralization have been created and only 
with recognition by the operators that "liberty is not license" cind 
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any delegation of authority must continue to be the subject of some 
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central control and post-audit to insure tliat tlie equities adherent ' 
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in any classification system are maintained and that any exercise of 
delegated authority is consistent with and conducive to the proper 
manageanent of manpower resources. ' 

In the light of these caveats, it is apparent that at least the 
following actions must precede any significant decentralization of . 
classification authority: - • 

a. The development of an uniform job evaluation system. 

b. 'Fhe development of meaningful, mutually (PMCD/operator) 
agreed iqjon job evaluation standards. 

c. The development of job evaluation method and technique 
training modules (perhaps as part of on-going managerial courses) for 
the benefit of line managers and as an assist to component personnel 
offices in their support to such managers. 

• d. Clear cut definition of the areas and degrees of decentra- 
lizationarid in this area there is general agreement anong classifiers 
and operators alike that in the Agency such decentralization should 
not go' bb low the Directorate level. 

e, ' The establisimient of policies and procedures for the 
control and monitoring of a decentralized program. 

f. The establishment of a neccssaay authority for the 
existence and use of the "veto” when audit or other reviews of the 
decentralized program evidences an abuse of any delegated decentralization 
of classification authority. 

In answer to a question that has been raised concerning the impact 
of personnel requirements on a system of decentralization, it should be 
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noted that in the frame of reference outlined above there would really 
be no requirc3iicnts for additional personnel since it would be assumed 
that the operating clement to which classification authority had been 
delegated could provide through a combination of operator/component 
personnel officers the necessary mai;5)ower to undertake the classifi- 
cation tasks involved. 
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MTAOlMliNT A 


Extract from I’MCD Paper 


10 JJJay 1973 


SAI-AEY ADMII^TSTRATION IN PRIVATE INDUSTRY 
and OTIIER O RGANIZATIONS 


The American Management Association annual.ly surveys the pay and 
compensation systems used in private industry in order to provide 
reliable guides for the establishment of competitive and equitable com- 
pensation for administrative, technical, professional, and management 
positions which are not the subject of union negotiation. This has been^ 
done for the last 20 years. 

For 1972, the 19th year of the survey, 66I U.S. companies partici- 
pated by submitting data on compensation trends, salary practices and 
policies, and pay rates for 50 to 60 different types of jobs, including 
several hundred individual job titles. The companies represented in- 
clude most of the large companies of the United States in the fields of 
marketing, financial and legal, industrial and public relations, and 
engineering and research. For 1973 , the 20 th year of the survey, 712 
United States companies participated in the survey. 

Since the reports v/ere begun, some 20 years ago, the list of com- 
panies subscribing to the reports has grown into the thousands. Included 
are most of the major eompanies of the United States. A major segment 
of American industry utilizes the results of the AMA surveys in establish 

ing a_!id changing pay rates. 
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The AMA reports provide standards for jobs which define the nature 
of work and the status and scope of responsibility so that individual 
companies can identify levels which apply to them. The majority of com- 
panies surveyed use the AMA reports as guides in establishing competitive 

and equitable rates for their own positions. 

Most of the ccmpanies represented in the surveys use formal evalua- 
tion plans for positions in administrative, technical, and most profes- 
sional fields. These plans are one or a combination of the following: 

Ranking 

Grading 

Point Evaluation 
Factor Compari son 
Guide Charts, Profiles 
Guidelines 

The ranking, point evaluation, and factor comparison systems are the 
most commonly used. These are similar to systems we use in this Agency 
for Diost positions* 

Most of the companies surveyed and most major U.S. companies utilize 
a centralized control of position evaluation and saJ.ary administration. 
Most companies apply a unifoim system throughout their companies. There 
was no indication of substantial variance between actual salaries paid 
comparable positions in different activities. Fur theivnore , most companies 
reported the seme salary ranges for positions of the same difficulty and 
respcncibility level irrespective of the nature of the activity. 

The conclusion, borne out by numerous discussions and contacts with 
industr.v officials, is that level' of skill and responsibility is the most 
important single factor in the market value of positions. 
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While the effect on morale, employee turnover, and work productivity 
of failure to apply an equitable system of job evaluation has not been 
studied throughout industry in any depth, it is clear that nearly all com- 
panies have reached the conclusion that they must be equitable and that 
this objective cannot be achieved without an objective centralized control 
method. It cannot be achieved by permitting heads of company components 
to establish whatever pay levels they wish, regardless of what may be the 
going rates in the activity. 

The results of such absence of control are obvious. If a supervisor 
established his pay rates lower than another component^ his employees would 
become dissatisfied and eager to leave. On the other hand, if he established 
rates higher than another component he would be criticized by his fellow 
component heads and there would be pressure to raise rates elsewhere in the 
company to maintain equality. It is not possible to keep a diversity of 
pay rates for equivalent jobs a secret within a component. Eventually and 
usually soon the news will get out. 

Unfortunately, a supervisor often thinks in terms of the qual.ifi cat ions 
of his employees and he wishes to pay more for the exceptionally well- 
qualified. Employees think in terms of the job they do. They believe that 
they should be in the same pay grade as another employee doing equivalent 

work. 

The companies represented in the AMA surveys are not identified and 
the information submitted by individual companies is confidential. How- 
ever, :.j^^eific information on evaluation plans and policies of any indi- 
vidual company can usually be secured by direct request of the company if 

this is desired. 
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Depa r tm ^ t of Stat e 

Position Ma na g ement and Compen sation Poli cies a nd Pr actices 


Per Discussion with James J. Pullig, Chief Operations Branch. 

Positio^and Pay Management Division. 24 July 1975 
Per Discussion with John Sinozich, Chief Position and Pay 
Management Division. 22 July 1975 


Organ! zati^n^: 

The organization under which the responsibilities are exercised 
is as follows: 

1 Deputy Under Secretary for Management 

2 ’. Director General of the Foreign Service 

3. Deputy Director General and Director of Personnel 

4 ! Deputy Director of Personnel for Policy, Classification 

and Evaluation , . . 

5. Chief Position and Pay Management Division 


Resp onsibil ities.: 

The responsibilities of the Position and Pay Management Division 
include service, advisory, action and control functions. 


The Division provides service and advisory functions 
organizations and determining relationships, it provides 
establishing positions and making necessary changes. 


in establishing 
action in 


The control functions are exercised in determining 
class and grade levels within the Department of State, 
bilities are applied to all positions as follows. 


the appropriate 
These responsi- 


1. Superqrade Positi ons - There are relatively few supergrade 

• positions within the Department. A total of 29 were ® 

close of 1974 and no changes have subsequently been made. Changes in 
supergrade positions are recommended by the Position and Pay 
Division subject to approval by the Secretary of State an su m 
to the Civil Service Commission for approval. 
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2 General Schedule, Positions - There are approximately ^,000 
which except fFr"SG'Tirr-e f inafly“cl assTf led by the Po^jtion and Pay 
Management Division subject to postaudit review and validation by the 
Civil Service Commission. 

3. Wage Board Po sitions - Of these there are less than 200 

in the Department. The positions are classified and the Rnard<; 

istered by the Division subject to control by the CSC, and the Vag 

4. Foreign Servi ce Positions - These constitute 

State DepartmervT^sitions. Since the recentralization author! y 
in February 1971, the determination of grades and class levels for 
positions has been made by the Position and Pay Management Division. 


Dec i sion Making Authority. 

The decision making authority is with the Position Management and 
Pay Division. There is no level of technical review above this organ^ 
iT^tion Actions, however, are subject to appeal to higher levels but 
^ iinC this applies only to Foreign Service positions. Any changes 

Management. 

Once decisions are made on appropriate grades, action may be taken 

without concurrence of operating DiSetor General 

appeal that the operating component wishes to take to tne 

or higher organizational levels. 


n^issification Review ; 

With regard to General Schedule positions the Civil Service Commission 

makes regular classification review and concurrLce or 

periodic basis. The Commission may make changes without 

agreement by the Department. 

The Civil Service Commission also exercises postaudit review of 
Foreiql; Service classification under its authority to maintain linkage 
pointi within the Foreign Service schedule with Tankage 

Schedule levels. The purpose of this review is assure that t 9 

points are proper and that pay changes will thereafter be co» rect. 

In the recent review of all foreign Service positions the Co^ission 
expressed concern that secretarial and clerical levelsin the foreign 
Service Staff schedule were excessively high in comparison to 
Schedule levels. They have ordered corrective action i.e, the dow 
grading of secretarial positions and they, have indicated that if Jbis s 
not done it may be necessary to lower the linkage 
which would automatically lower the pay levels of these positions. 


I 
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Average grade is reported in the budget but applies only to 
General Schedule positions. It does not indicate the true average 
pay level within the Department. Current GS Average Grade is 7.94. 

It has not changed in several years. 

Supergrade controls are exercised by theCivil Service 
however, since the Department has only 29 positions which are relatively 
unchanging, this control has no significant effect. 

There is no significant upper level or other control over higher 
level GS positions other than SG. 

With regard to Foreign Service upper level positions there is no 
external control and with regard to levels of employees there rela- 
tively little internal control. While the total positions at FSOl and 
FS02 were reduced approximately 23% in 1971 this action did not resu t 
in a corresponding effect on levels of Foreign Service employees. 

The Dolicy of the Department of State is intended to assure 
a relationship between the total positions at the higher class J^'^vels an 
the total employees. However, determinations are made at 
in the Department of State as to how many promotions from FS02 to FSOl 
and from FS03 to FS02 and lower levels will be made each year. The 
selection out process which is intended to prevent an increasing num- 
ber of employees at the higher levels, in combination with voluntary 
retirements, has helped to avoid an Increase in the number of employees 
afS class levels, but it has not. resulted ^ significant reductions 
since^l970. The reduction of FSOl's has been approximately 3% and the 
reductions of FS02's has been approximately 12% which 
less than the 23% reduction in positions made in 1971. 
is made of personal rank assignment above the class level of positio s. 

Upon review of all employees by the selection and^promotion boards 
determinations are made at higher policy levels as to 
employees on each promotion list who will be promoted ^^0 promotion 
lists must go to the President and Senate for approval. FSR and FSS 
promotions Ire approved Internally by the Director General of the Foreign 

Service. 


Foreign Se rvic e Local Positions : 

Control is exercised by the Division over pay management For all 
local emplovGes in the Department of State, comprising nearly 11>000. 

TMs control consists of determining that appropriate ru es =re followed 
on employee benefits, retirement systems, insurance, social security, etc. 
It also involves approval of pay schedules-. On occasion personnel From 
the Division may be used on pay surveys in foreign areas but as a general 
practice now surveys are made by personnel under contract to the Department 
for this purpose. In some cases these may be former employees of the 

Division. 
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Posi tion Classificatio n System; 

1 • Civil S er vice Positions 

For Civil Service positions (approximately 4.000) Civil 
Service Commission standards are utilized. This system is also applied 
to positions established by the Department which are comparable to 
General Schedule grades but are not under the direct control of the 
Civil Service Commission. 


2. Foreign Service Posit i ons 

For Foreign Service positions the Division establishes internal 
standdrds which dre similar to Commission standards and arc concorned 
with defining significant differences between positions of different 
levels. They are in the nature of standard job descriptions or grade 
level criteria. 


^ • Chie f of Mission 

Cor Chiefs of Mission at the various posts a criteria has been 
establ ished based on various factors including size, political and 
economical importance to* the U.S. government, relationships with other 
countries, etc. In many cases, however, the classification of positions 
IS determined by the Secretary of State for political considerations. 
Missions may be classified between CMl which is equivalent' to an EP-2 
position and CM4 which is equivalent to an EP-5 position. There is a 
current total of 138 Chief of Mission positions. However, there is no 
limit on the total and these are subject to change whenever the Secretary 
of state considers it desirable. 

post classification has only an indirect effect on component 
levels within the post. Normally the levels of these positions are 
established by a criteria based on the significance of the. functions. 


P at ticipation by_ Manage rs a nd Opera t i ng Officials: 

is no participation by managers and operating officials in 
the determination of grades except to the extent that they may appeal 
to higher levels within the Department and such higher levels may 
reverse the Position and Pay Management Division for policy or polit- 

f’^^'^^aers and operating officials do not get involved in 
the development of position standards or guides. 


Su rvey s : 

^ The Division has no current survey program since it is at present 
inadequately staffed. 




f y * • 

A « j t i 


h ejf ^ b « V - ■< 


'4 


'Ef- 

; ' ‘ r * I i ■ ' * 

. t » h i t. k >« k j ?-• i 


Approved For Release 2003/12/16 : CIA-RDP79-00498A000300090007-2 





Vr 


Approved Fdr Release 2003/12/16 : CIA-RDP79-0049i^A600300^90007-2 


Pos S c r I P 1 1 on s : 

Operating components prepare position descriptions for new positions 
and for any proposed changes in positions. Such positions are subsequently 
audited by the Division to make grade determinations. 


Position Management : 

The staff is regularly involved in position management, review of 
organizations for effectiveness and efficiency, manpower utilization, etc 
Misassignment of employees made in General Schedule positions for the 
purpose of promoting employees are treated as fraudulent and actions 
are corrected as soon as detected. Hovvever, this does not apply in 
Foreign Service positions since the employee level is not generally de- 
termined by the position. 


Classifier Ratio : 

The current ratio of classifiers to positions is approximately 
1 to 1,500 in comparison to 1 to 500 generally applied throughout 
the government. This is considered inadequate for the program rc- 
sponsibil ity. 


Gen er al Comments : 

Officials see no advantage to the Benchmark-Factor analysis system 
of classification being developed by the Civil Service Commission. _ 
However, the system will be applied for all General Schedule positions 
within the Department as it is developed. 

The program is completely centralized and the present intention is 
to continue the existing system. 

There is no allocation or control of numbers of supergrade level 
positions which are primarily FSO’s and. FSR's other than that exercised 
by the Civil Service Commission over the 29 General Schedule supergrades. 

Normally appeals in the Department would be to the Director General 
of the Foreign Service who exercises functions equivalent to those of a 
Director of Personnel elsewhere. Final decision authority for appeals 
would normally rest with him. 


Car e er System : 

While interest has been expressed in the Department over a period of 
years in converting all General Schedule employees to a Foreign Service 
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system little has been accomplished since the advantages of the Foreign 
Service system are not apparent to’ many employees. Most . . 

employees^are encouraged to convert to Foreign Service Reserve Unlimited 
appointments which bring them under the Foreign retirement system 

with annuity computation at VL or slightly better. than Civil Service but 
with the requirement that such, employees retire at age 60. The Foreign 
Service Unlimited appointment system was established several years ago 
to increase the possible time limit for a Foreign Service appointment 
beyond five years. Such employees are assured of not being selected out 
for a period of ten years. 

^ ' CTATIMTI 


Chief 

Position Management & Compensation Division 
/ ADDENipi ■ ■ 

I would record tliese additional imiiressions that I received from our meeting 
with Mr. Pullig: Tlie Headings are taken from, Fred’s report; 

Responsibilities: State’s ENO function' is mainly concerned with position 
classTfic^ib'iT.”'-^ present enphasis is on tlie control aspects of the basic 
responsibility although ordinarily and by preference, the sei-vice is considered 
advisory to line management, except for GS positions. 

Controls on Positions: Mr, Pullig was veiy candid in stating that, when 
it comes toT^ promotions, the nitmbers and levels of FSO’s to be promoted are 
detemiined in secret by a Performance Evaluation Board which is supposed to base 
some of its reasoning on available slots. Just what process they use remains 
a im'Steiy to the PPMD people, as does the relationship J)etween the grade of the 
incumbent and the grade of tiie position, except that the FSO. who is selected for 
proiTOtion does not have to wait /or a slot. In time things get straightened out, 
that is, grade of incuiiibent and grade of position are reconciled, either by 
. transfer or \diat we would call PRA. 

Position Management: Ify imiDression from Mr. Pullig's remarks was 
they do veiy little'Th” the field x)f position management as the term might be 
used in the Agency. He also mentioned that PPMD had been severely criticized , 
by the Civil Sei-vice Commission for failure to get involved in manpower 
utilization studies. 

Cldssifier Ratio: As discussed, I heard Mr. Pullig say that they had 
never 'reco'veredTfrom the decentralization policy in terms of getting their 22 
positions back and now had only five people in his Branch or one to about 2500 
positions. In any event, the ratio is not inportant when the large number 
of FSO positions, over which they have little control, is considered. 

STATINTL 
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Position C 1 a s s i f i cat i o n Po 1 i cj_ei AQcl- 
Re search and Dcve lopi nent Administration ( ERDC) 


The’Energy Research. and Development Administration like CIA 'iS exempt 
from the Classification Act of 1949. It has developed and operates its 
own classification program without any outside post audit or review. 

Under this program there is a complete delegation of classification 
authority to operators. There is no element in their Office of Personnel 
(OP) that is responsible for position management and classification 
such as that found in CIA. The role of the Office of Personnel is 
limited to general administrative support and review of grade changes 

•f 

with no authority to reverse or overrule operating officials. 

Under their system position standards are developed for each 

*• 

occupational field found in the organization. Normally operating offices 
having positions in a given occupational field prepares initial drafts 
of position standards. The Office of Personnel reviev/s, consolidates 
and prepares a composite standard b^sed on individual standards submitted 
by operators. In the performance of these functions O/Personnel may 
make modifications in duties covered at the various levels and the grade 
structure proposed-. If the operator does not agree v/ith changes made 
he can overrule 0/P. The Office of Personnel may appeal such decisions 
if it so desires. ..However, the appeal must be submitted to the directorate 
level of the component that non-concurred with the changes made by 0/P 
(normally this official sides with the operating official). The Office 
of Personnel may then appeal to the Administrator of ERDA (this rarely 
ever happHtis). 


. P" '’ 
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as that for standards developmont. The operator first evaluates tne 

positions and submits his findings to 0/P for implementation. If 0/P 
docs not concur an O/p' representative attempts to persuade the operator _ ‘ 
to change his evaluation! If an agreement is not reached 0/P has two 
choices - accept the operating officials evaluation or go through the 
appeal procedure. As in the case of standards this normally results in 
a decision in favor of the operating official. In view of this. few, if 
any, appeals are submitted by 0/P. 

ERDA uses its own position classification system. It is a combination 
Benchmark/Point Rating system and is very similar to the system being 
developed by the Civil Service Commission^ Operating officials participate 
in the development and maintenance of the system and are trained in 
classification methods and techniques used. Operating officials are 
responsible for the conduct of all classification survey, preparation 
and maintenance of position descriptions, and classifying positions. 

There are only two or three Position Classifiers in ERDA. These 

V 

individuals are concerned with the development and maintenance of position 
standards, development of proposed policy pertaining to position classifica 
tion, etc. Personnel Generalist are used in the performance of operating 
classification functions delegated to the Office of Personnel. These 
persoiiMcl are trained in position classification as well as personnel 
utilization activities. Their activities are limited to the initial 
development of standardsand review of grade determinations of operators. 

As pointed out above these individuals have little or no authority in 
the enforcement of position classification rules, regulations and standards. 
Their authority in this respect is limited to the individuals ability to 
persuade an operator to accept 0/P’s recommendation or proposed course 


of action. • 
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Operating officials prepare the initial request ana jusTiTicarTon Tor 

approval of si/ch positions. These requests are submitted to 0/P for 
further evaluation and recommendations for the Administrator. 

Position Classification in ERDA is not subject' to any external re- 
view .or post audit. At this time there is no internal review or post 
audit of positions other than that described above. Plans are being 
formulated that will require periodic manpov/er management and utilization 
surveys of all field activities (currently 13 such activities.). Such 
surveys will cover position classification. 

ERDA is now considering the establishment of a Manpower Resources 
Board ihat will be charged with ove rall policy development and management 
activities relating to manpower. It is anticipated that this Board will 
take over responsibilities for supergrade and SPS types of positions now 
exercised by the Administrator. 

The Office of Management and Budgeting establishes supergrades 

ceilings and average grade levels for ERDA. The Agency is also required 

c 

to certify that each position has been reviewed within the past 12 months 
and that all positions are properly classified and required for the 
accomplishment of Agency mission. This review is performed by operating 
officials. 

The Civil Service Commission is now trying to take over responsibility 
for the classification and assignment’ of personnel to supergrade positions. 
There are also indications that the Commission would like to get involved 
in all position classification activities. 
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Pos i ti on_ CJassificatlon Polici es an d Pr ac^ces_ In thg_ 

~ National Secu rity Ag ency 


The- National Security Agency (NSA) is exempt from the Classification 

* • 

Act of 1949. However, it also has elected to follow the Class Act with 
some modifications. Classification actions through grade GS-15 are 
'subject to post audit by DoD and positions 16 and above subject to com- 
plete classification control. UoD also" establishes ceilings for super- 
grade positions and average grade levels for 6S positions. 

NSA has a centralized classification program under the direction 
of the Personnel Director. Responsibility for the program is vested in 
two branches -- Operating Classification Branch and Classification 
Standards Branch. The Standards Branch Is concerned with the development 
of stanjiards only. The Operating Classification Branch js concerned 
with day-to-day classification matters only. Responsibility for super- 
grade classification matters is assigned to one person who is under the 
direction of the Technical Personnel Division, the next echelon above 


the tv/o aforementioned branches. 

NSA develops its own position classification standards. Operating 
officials participate with standards technicians in the development of 
standards, however, final authority rest with the Director of Personnel. 
Operat-^rs have the right to appeal to the Director of NSA if they do not 
agree vnth a standard, but this has never happened. 

Classification authority in NSA is delegated to the Chief of 
Operating Classification. Branch through the Director, NSA, and the 
Director of Personnel. Either one of these officials can overrule the 
Chief, Operating Classification Branch. 
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NSA does not have a cyclic survey program. It operates under 
a maintenance program, thus looking at positions as the need arises. 
Position Classifiers do not get involved in any management type reviews 
or surveys. However, they do work very close with operating officials 
on all aspects of organization design, manpower utilization, etc., that 
has a bearing on classification actions. It is the opinion of classifica- 
tion officials that this type of service is far more valuable than 
cyclic survey. It is also their opinion that cyclic surveys involve 
a very substantial amount of work and paper production that is of little 
or no value from a position classification and personnel management 
standpoint. 

NSA has established a formal appeal procedure. Either the incum- 
bent or the supervisor may appeal the classification of a position. 

The normal channel is the Director of Personnel to the Director of NSA. 

If a person so desires he or she may appeal to DoD. Veterans may also 
appeal to the Civil Service Commission. The exercising of appeal rights 
in NSA are very unusual and extremely rare if beyond the Agency level. 

Classification officials of NSA are very much interested in the 
new system now being developed by the Civil Service Commission. It 
is their belief that a considerable savings in time and paper work can 
be realized through utilization of factor-ranking/benchmarXk system of 
position classification.' 
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DEPARTMENT OF THE NAVY 
• OFFICE OF THE SECRETARY 

WASHINGTON, O. C. 20330 ' ' 
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:5ECNAVINST 12510. 6 
OCMM 533 

1 JUL S75 

‘ - .V. 

i n<.- Ejd- ■:^!r 

• From: Secretary of the Navy ' . . • ' ; 

To: All Navy and Marine Corps activities employing civilians . 


fiHCNAV INSTRUCTION 12510. 6 




SubJ: Classification of GS-15 level civilian positions within . . 

the Department of the Navy -..u-.r'-., •' .i- 

Ref: . (a) SECNAVINST 5310. IIC of 26 Nov 1974 . , ■- 

(b) SECNAVINST 5322.6 of 26 Nov 1974 - ■ J : ■ ^ ^ 

■ (c) SECNAVINST 12510. 5A of 24 Jun 1969 (NOTAL) ' . T 

End: (1) Requirements and procedures for GS-15 level submissions ,■ 

1, Pui^jose, To centralize classification authority for clvtllaa 
positions at the GS-15 level, and to promulgate the requirements and 
procoduiTss for their subiBisslon. 

2, b i8cii3aion_ 

a. References (a) and (b) revised responsibilities, procedures, 
and reporting requirements in order to control and reduce the nuE*er 
of GS-13 throu^ GS-15 level positions within the Department of the 
Navy, ■ Despite these directives, the number of high graded positions 
has continued to Increase. In a period when the overall General 
Schedule census has declined, there appears to be no Justification for 
this continuing rise la the numbers of such positions, 

■ b. Reference (c) discusses the basic authority for the clesaiflcatlon 
of positions In the Federal Government, and outlines the Department of the 
Navy’s rationale for the simultaneotis redelegation of such authority to 
all echelons of command. Specific In this redelegatlon la the authority 
of the Secretary of the Navy to classify civilian positions through the 
GS-15 level,' including positions in the Excepted Service. 

c. Inasmuch as the Intended reductions of high level positions must. 
In part, be based on the classification of such' positions, the delegate 
authority outlined in reference (c) is being amended, and added e^ basis 
placed upon position classification as an essential personnel prograas- 
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SEa/AVlNST 12510^ . 

lJUl 197S 

^ Responsibilities. Effective 1 July 1975, authority delegated by^^ 
parai^^ph 5a of reference (c) to classify positions at the GS-15 grade 
level is rescinded. In order to standardize classification of Gb 13 
nosltlona and provide centralized control over the total number o 
Lsitlons. the Secretary of the .Navy will henceforth allocate the ^ 

positions « the GS-15 level. This authority will >>e exercised 
through the Director of Civilian Manpower Management, who retains the . 
authority delegated to him by reference (c) . While it^ls recognized ... 
rhat this regrettably rescinds a small part of the author y no n » 

SSclsed S Cor-andLg Ofllcers, it Is considered 

Zlllcl to best coebat this prcbletu,^ The following responsibilities are 
assigned; ' ‘ • - ■'IV..-. ' ' - ' ' ■ - ' - • 

a. Director of Civilian Manpower' Management (P CM).- . 

responsible fors i - : . * * ' 

ill Prodding Department-wide guidance to management authorities 
on positlOT management aspects of.all positions submitted In accordance 
with the req,uirements of this instruction, 

- f2) Reviewing and approving the establishment of all proposed 

GS-15 level positions, reviewing and approving the redescription or 
lendmant to all existing GS-15 level positions, and reviewang and ^ 
Sp^^ng the recertification of all vacant GS-15 level posrtlons prror 

to refilling. _ ’ 

(3) Auditing positions at and proposed for the GS-p level as 
required to ensure.turrency and accuracy of position descriptions an 
classifications < - . . ' ■ 

Inherent in this assigned responsibility is authority 

evaluate thd title, series, and grade levels of related GS-15s and 

Other as^ociate(J. positions. . ; * . . - 

b. Echelon commanders. Ttie officer in charge at each echelon 

comniand will: “ 

(1) Assure that all GS-15 level positions are established and 
maintain.-n In accordance with the criteria outlined in referen ( ) 
and in this instruction. 

submit to the Director of Civilian tenpower 
review, eval-uetlon, and final classification all proposed 1 

positions and redescrlptlons of, or amendments fh^GS-15 

level position. Further, any vacant position to he filled at the GS 

level is to he submitted for recertification. 


2 
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SECNAVINST 125106 

1 JUL WS • 


4, Action . Commencing on I July 1-975: 

a. Addressees are directed to submit to the Director of Civilian 
Manpower Management, la accordance with the format and procedures 
outlined in enclosure (1) , the following; . 

. (1) All proposed requirements for GS-15 grade level allocations, 

7' '"(2) All redescriptions of, or amendments to, existing GS-15 grade 
.level po3itloijs,.._ 

(3) All requirements to fill vacant GS-15 level positions, • 

b. The Director of Civilian Manpower Management is directed to: 

and evaluate all pertinent related materials 
accompanying requests (e.g., manpower listings, organization charts, 
mission statements, etc.) for excessive organizational layering, 
fragmentation of responsibilities, duplication of efforts, etc., and 
advise addressees thereof. 


(2). Review, evaluate and taken final classification action 
relative to proper title, series, and grade level on all positions 
submitted in accordance with this instruction,. 


(3). Provide addressees with, the final action taken. 




distant Secretary of the Navy ^ 


Distribution; 

OCMM special List 25 (les.s. V and 24 J) 
1-IARCORPS L27. • ;.. . 


Copy to; 

SNDT, FKM (2 copies) 


Stocked: 

CO, NAVPUBFORMCEN 
5801 Tabor Ave. 
Phila., PA 19120 
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PMCD POLL 

Criticisms -- Observations -- Problems 


In an effort to get a "real world" and "more hmanistic" view 
of PMCD, discussions were held with a considerable number of Agency 
officers representing a broad spectrum of skills and levels of manager- 
ial responsibilities experience both in and across Directorate lines. 


The results of these discussions were then reduc^ to a series of 
criticisms, observations and problems --no one of which was universal 
in the sense that all those interviewed were in agreonent on any partic- 
ular point. 

These criticisms, observations and problems were then discussed 
with a fairly complete and certainly representative s^pl^g of officers 
in the Office of Personnel in or closely associated with PMCD. me 
purpose here was threefold: 

First, to determine the extent to which PMCD saw itself and 
as others saw it and wherein it disagreed with its critics and why. 


Second and third, from that "introspective" review to identify 
those areas where PMCD itself could see need for "self- improvement 
and those areas where operators and/or management education or otner 
actions might be necessary to assist in or assure a more effective 
PMCD operati-on. 


Following the "PMCD discussions" a selected number of other Agency 
officers with whom previous discussions had been held were "remter- 
viewed," this time to record their views on the "specific criticisms, 
observations and problons reviewed with PPKU). 


The results of these "polls" are in the attached tables. In these 

tables the first line of recorded responses indicates the views of all 
24 individuals with whom these specific items were reviewed; me second 
line of recorded responses represents the "viws" of Ofiice of Persomel 
officers interviewed (14 of the total of 24) in or closely assoc3.a e 

with P>0). 


ITiat there are no conclusions or recommendations in the attached 
tables is deliberate, it being felt that the Director of Perso^l ^ 
his staff should review these "findings" and make theirown judgments 
as to what actions they might deem necessary or appropriate. 
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CRITICISMS 

Legend: I Valid, II Invalid, III No Comment 


A. Too Bureaucratic 

B. Too "Dyed-in-the Wool" 

C. Too Picaynne 

D. Disagreement Means In^asse or PM]D Loses Decision 

E. Too Ix)ng Between PMCD/Operator Agreement and Action 

to put Jobs on the Books 

P. Too Clinical - Can*t seem to Look at the "Whole" 

Patient 


I 

19 

10 

14 
5 

15 
8 

19 

11 


15 

9 


14 

6 


G. Considers "Theoretical" Structure - the Way 'Things 
"Should Be" Ratheii^ than the Real World 


16 

7 


H. Tends to "Tell" the Operator How to Run His 
• Organization 


I, "Classical" (Old Line - Civil Service) Approach/ 
Attitude 


17 

8 


J. Doesn't Understand or Take into Account Real 

Problems of Intemal/Extemal Politics, Inter- 
Agency Involvement/Relationships 


K, Won't Look at People Problem - Impact of People on 
Job 


12 

3 


L Lacks Experience with - or Exposure to - Job(s), 
Organization (s) under Review 


18 

11 


II m 

4 1 
3 1 

10 

9 

9 

6 

5 
3 


9 


10 

8 


8 

7 


15 

9 


7 

6 


13 

11 


11 1 
10 1 


6 

3 


i lii La 
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‘ CRITICISMS (Con't) 


M, Doesn't have Sufficient Appreciation of 

Relationships (i.e. COS/Ambassador) on Job 
Requirements/Responsibilities 


N. Too Much Emphasis on Quantitative/Productivity 
Approach as Opposed to Quality of Product 


0. Doesn't Present Findings/Recommendations Fully 
Enough to Provide "Higher" (Possibly Appeal) 
Authority with B^sis of Operators' Objections 


P. Tends to Act as "Critic" Rather tlian Advisor and 
to Speak to Areas not of PMCD Concern 


15 

6 


10 

5 


14 

9 


8 

7 


Q. Spends too Much Time on Desk Audit 


13 

6 


R. Spends too Little Time with Supervisor Who has 

Best Idea of What He Wants from Job or Incumbent 


S. Gives Too ^^uch Weight to the Incumbent's Performance 

and Too Little Weight to Job Requirements 9 

4 

T. Violates Its Own Principles that Job Grade Does 

Not Depend on Numbers of People/Amomt of Work 
but on Skills - Responsibilities - Knowledge - 
Experience Required and Degree of Decision 
Making Authority Delegated 9 


9 

8 


12 2 
8 1 


9 1 
4 1 


16 

7 

11 

8 


17 

12 


15 

10 


15 

10 
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OBSERVATIONS 

Legend: I Agree, II Disagree 





I ' 

II 

A. 

PMCD Concept and Function is Necessary 

2^ 

14 

0 

0 

B. 

PMCD Operation is Objective 

23 

13 

1 

1 

C. 

In These Days of Shrinking Resources Cyclical 
Surveys are no Longer Needed 

9 

4 

15 

9* 

D. 

Surveys Should be on a Selective Basis, i.e.: 




(1) 

As Specific Need Arises 

21 

11 

3 

3 


(2) 

On Specific. Request 

22 

12 

2 

2 


(33 

On a "Sampling" Basis 

9 

6 

15 

8 


(4) 

Anytime There is a Manpower Reallocation 

20 

11 

4 

3 

E. 

PMCD 

"Professional" Classifiers must be 




(1) 

Assisted by (Assigned to Work with 
Classifier During Survey) 

22 

12 

2 

2 


(2) 

Supplemented with (Operator "Types) on 
Rotational Tour with PMCD) 

9 

6 

15 

8 


"Operator” Personnel Familiar with Jobs and 
Programs and Able to Interpret Operator 
Position/Job Oriented Jargon 


F. Necessary to Establish a Speedier Pfechanism for 
Translative "Agreed-upon" Decision into 

Appropriate Personnel "Actions" 13 11 


G# 


* 


Better Briefing/Orientation Mechanism must be 
Devised to Insure that PMCT) has Appropriate 
Gxasp of Operation to be Surveyed and Operators 
Fully Understand the Purpose/Scope of Survey and 
Position Evaluation Methods to be Used 

One had no conunent. j i U 


20 

nirlZ V u V 
■’« i* - * ' : : 

Ufa Ui<h>l 


4 

2 
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PROBLEMS 

Legend: I Significant, II Minor, III Disagree, IV No Comment 


A. ’’Temporary” Grade Allocations Subject 
to ’’Later" Audit 


B. ’’Incumbency” Allocations 


Difficulty of "Classical” Position 
Classification/Management Functions 
"Conpeting” with Career Service/Career 
Development Concepts 


D. (1) Lack of 

(2) Failure to Utilize 

Mechanism to Break PMCD/Operator Impasse 

E. (1) Lack of 

(2) Failure to Utilize 

Appeal Mechanism to Higher Authority 

F. (1) Lack of 

(2) Failure to Identify 
C33 Failure to Utilize 


8 

2 

3 

0 


10 

5 

2 

2 

9 

6 


5 

3 

4 
4 


3 

3 

17 

7 

4 
4 


II III 


15 4 

9 3 

15 6 

10 4 


8 6 

3 6 

0 3 

0 3 

1 1 

1 0 


2 3 

1 3 

0 2 

0 2 


0 2 

0 2 

0 3 

0 3 

0 1 

0 1 


IV 


19 

9 

13 

7 


14 

7 

18 

8 


19 

9 

4 

4 

19 

9 


"Final” Decision Making Authority 
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PROBLEMS (Con’t) 


II III 


IV 


G. Inability - or Reluctance - of Operators 
to Understand or Accept the Control Con- 
straints Inherent in Concept of Position 
Management 


16 

10 


7 

4 


0 

0 


H. Lack of Mjtually (Operator/PMCD) Under- 
stood Job Standards and/or Job 
Evaluation Processes 


20 

11 


4 

3 


0 

0 


0 

0 


I. Average Grade Constraints (i.e.. Generally 
Upgrading Must be Accompanied by 
Compensating Downgrading) 


5 

1 


12 

8 


7 

5 


0 

0 


J. Operator Concera for "Job Grade" Based 

on "Incumbent" Who Does or Will Fill 
Position Being Evaluated 

K. Inability or Unwillingness of Classifier/ 

Operator to Agree Upon the Mutually 
Valid Facets of Job/Content/People 
Inpact in Position Evaluation and the 
Degree of Importance or Factor Evaluation 
Weight to be Accorded to Each 


18 

12 


13 

6 


6 

2 


9 

6 


0 

0 


2 

2 


0 

0 


0 

0 
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Findings 


PMCD at present is plagued with both 
a shortage o£ personnel and an inordi- 
nately heavy workload. Tlie possibility 
o£ a ceiling increase is unlikely and 
PMCD's present responsibilities do not 
portend any diminution in workload. 
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Staffing - Organization - Modus Operandi 


Conclusions 


PMCD's programs must be reviewed to eliminate or 
modify "less effective’.' activities, establish tasking 
priorities arid reallocate personnel assets on the 
basis of such priorities. 


Recommendations 

Recommend that the cyclic survey program, 
which is a main contributor to ' s heavy 
workload and of questionable value in the minds 
of many, be reexamined with a view toward its 
elimination in favor of a "maintenance" program, 
or its reduction in frequency and scope. 

Recommend that any "personnel savings" re- 
sulting be channeled into standards program 
activities . 


Tne Standards Branch of PMCD was 
abolished in 1957 and essentially 
"responsibility" for standards fell to 
the operating brandies. Unfortunately 
operating classification and surveys 
claimed precedence and this, coupled with 
personnel shortages, left little, if any 
time or staffing for standards develop- 
ment. ■ 


Recognizing the critical essentiallity of stand- 
ards to any position management/classification 
system, it is evident that a standards program is 
of die highest priority. 


Recommend that as many as possible of ?>[CD’s 
current staff be assigned to a "crash" stand- 
ards development pro^am. 

Recommend that coincidental with, or at the 
conclusion of, this program the standards branch 
be reestablished. 


Position documentation and standards, 
essential factors in any position irionage- 
ment/classification activity are lacking 
in many cases, inadequate in others, or 
obsolete or out of date. In many cases 
those standards that do exist are neither 
understood nor accepted by operating 
personnel. In addition, the variety of 
evaluation tecliniques used by PMCD have 
tended to "confuse" tlie operators and 
create a "classification mystique." 


Tliere must be a more uniform standards and 
evaluation program which can be understood by 
classifier and operator alike, and operator 
participation in the establishment of such a pro- 
gram to ensure its acceptance. 


Recommend that PMCD continue its work lead- 
ing to the adoption of the principles of the 
new Civil Service Commission's Factor- Ranking/ 
Benchmark System which will provide a desired 
"uniform" base that can be readily understood 
by operator and classifier alike. Further 
recommend in the interest of ensuring greater 
operator participation that the modular evalu- 
ation technique used so successfully by PMCD 
in certain Office of Conmunications positions 
(and which would seem to have similar applica- 
tion in places such as Div D, DDO, ISS in 
CRS/DDI, scientific positions in DDS^T and 
finance positions in DDA) be used as extensive- 
ly as possible. 
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Findings 


Operating personjiel's lack of under- 
standing of the purpose and objectives of 
position classification, t]:ie evaluation 
process in effecting sudi classification, 
and the requirement for the essentials of 
position management poses a significant 
obstacle to P^^CD's discharge of tliese 
r espons ibilities. 


IXiring its existence the Office of 
Executive Director- Comptroller was in 
effect the Agency appeal mechanism (in 
other government agencies - exei'.ipt and 
non- exempt - there are foimalized chan- 
nels of appeal) to resolve operator/ 

Office of Personnel "classification 
differences." In abolishing the Execu- 
tive Director-Comptrollership no pro- 
vision was made for an alternative formal- 
ized appeal mechanism and as a result 
there is "operator confusion" on the 
avenue of appeals. 
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WCD 

Staffing - Organization - 2^dus Operandi (Con’t) 
Conclusions 

Educational program for line managers and other 
operating officials is necessary to provide for an 
effective position management and classification pro- 
gram. 


An "appeal" policies and procedures are essen- 
tial to tie final adjudication of classification 
differences which cannot be resolved by the Director 
of Personnel. 


Recommendations 

Recommend (in addition to DCI Policy State- 
ment on subject of Position >^anagement) that 
(1) a position classification training program 
be developed for the pu^ose of "educating" 
component personnel officers and operating 
officials involved in classification activities 
(Such a program isn't incorporated in existing 
supervisory/management training courses.) (2) 
Publish a position management "flyer" for line 
managers . 


Recommend in the absence of an Executive 
Director- Comptroller or the delegation of "final" 
classification authority to a senior officer of 
the Director's choice a foimal appeal policy 
and procedural mechanism be established. Tnis 
mechanism should provide for appeal by the 
operator, position incumbent, and - when such 
is necessary to maintain equity - by ?>)CD. 
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Recommendations 


Grade creep is a reality in CIA, despite attempts 
at control, the average grade o£ staff employees has 
crept v/itliin close range of the average grade of posi- 
tions. If undiecked, incumbent average grade might 
soon match or exceed position average grade and might 
v/ell lead to "external controls." 


General controls from vithin, as specified 
in subsequent recommendations involving ^the 
position management and classification func- vs 
tions, should be adoped to stop grade creep and 
the increase in supergrade positions and people 
to forestall controls from without. 


The up^-zard trend is in conflict witli government 
wide programs, introduced at the very highest levels, 
to halt rising government personnel costs. Comparisons 
are odious and can be misleading particularly when com- 
paring modest size ivith the giants, but it is ^ noted that 
the average grade in Dept of Defense has declined from 
7.81 in 1971 to 7.57 in ?Y 75, years in which DOD had a 
net reduction of 300,000 or 24%, and from 7.92 to 7.80 
in tlie government wide average. 

Roll-bach of average grade is exceedingly difficult 
if not impossible. Two major attempts at rolling back 
Agency average grade had to be abandoned, one in 1964 
at the instigation of the Inspector General. The 
second attempt in 1972 was imposed by tiie Office of 
Management and Budget (0M3)would have stopped ^ all pro- 
motions and cut the entrance of young professionals. 

It was withdrawn upon ’reclama^i by the Agency. 


The basic approach to this problem should 
include the following elenents: 

Clarifying, or when necessary establishing, 
staff and coordinating responsibilities for 
the program of grade control. 

Placing increased emphasis on position manage- 
ment in the position evaluation and ceiling 
allocation process to assure that the numbers 
of positions, their grade levels and occupa- 
tional types are considered on a timely and 
critical basis. 

Placing new emphasis on the accuracy of posi- 
tion classification based on new and more 
meaningful and mutually (operator/classifier) 
understood standards as they can be developed. 

Developing new and more sophisticated methods 
of evaluating jobs, with particular attention 
to the development of criteria for abolishing 
or reprogramming marginal positions as they 
become vacant. 

Making grade control and position management 
a part of the ^ency MBO-LOI program so that 
they become objectives of all levels of 
management. 

Reviewing the competitive promotion policy ^ ^ 

and the impact on it of a tighter grade policy.; 
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It is further recommended that control of 
average grade and of position management be 
monitored by DCI review in a manner ^similar to 

i-Via APP n-n t-lip npnnl p TnnnnapTTipnt «;-irlP- 


TW’uhrinvT TV 


Findings 


From the standpoint of formal organization, 
the major responsibilities for control are 
placed in the current Regulations as follows: 
CD/Pers authorities are exercises through 
the Position yanagement and Compensation 
Division (PNCD) OP. 


>knpower Allocations 
Ceiling C ontrols 


25X1A 


25X1 A 


25X1A 


DCI for Directorate 
Ceilings. The DD’s 
for Ceiling within 
their Directorate. 
The Comptroller _ for 
review, monitoring 
and recommendation 
to the DCI, and for 
informing D/Pers of 
changes. 


Establishment of 
Ceilings for GS-14 
through GS-18 as 
hv QM3. 


Control over Aver- 
age Position Grade 


.Position Evaluation 


Career Service Grade 
Authorization. (CSGA) 
rp^motion Limits) 

r 


Director of Personnel, 
Proposed increases 
require Comptroller 
concurrence,' 


D/Pers monitors 
and advises line 
officials . 

Director of Personnel, 


D/Pers issues and moni-^ 
tors, 


Position, Graae and Manpower Con'croj.s 


Approi 
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Conclusions 


The question of responsibility, namely what 
official would be responsible for an unwanted result, 
is difficult to pin do™ in present reflations. The 
question becomes one of how far to go in changing _ 
things. If the Position Management and Compensation 
Division were transferred to the Comptroller, the 
ceiling and position management functions would be 
integrated witli the position classification and_ 
salary and wage functions and this would be desir- 
able from a control and responsibility standpoint. 
There would be losses however, such as the removal 
of the evaluation process from the other aspects o^. 
personnel management, which might mahe^thefransfer 
counterproductive. Another consideration in favor 
of the Director of Personnel is the _ general trend 
in the federal government, The Civil Service Com- 
mission, which looks to the Personnel Directors for 
results, has received the Presidential nod in reduc- 
ing personnel costs using position management methods 
rather than 0M3 using across the board controls, the 
latter favoring the Comptrollers, 

At present the position management function as 
such, that is, the determination of n'umbers of f si- 
tions, grade levels, occupational requirements is 
not clearly defined at the Agen^ leve l, but would 
seem to be, as far as can be told from | 

a Comptroller function. In contrast, the function 
is very clearly defined at Office of Personnel level 
to be a PMCD responsibility. 

The CSGA, which serves as a reference point for 
the Annual Personnel Plan is based on positions 
rather than incumbents at a given date. Tnus it 
shows a 28.4 percent promotion possibility in’ FT 74 
against 19.7 percent in FT 72. 


Recommendations 

Anend the Regulations to include position 
structure in the gross personnel ceilLngs at 
the time of allocations. Presently a Comp- 
troller function (from a staff standpoint) 
the combination would be a joint Director Oj. 
Personnel (PMCD) and Comptroller responsi- 
bility to the DCI with the D/Pers responsi- 
ble for review and monitoring.* 

Define the position management function 
at the Agency level and place it upon the 
Director of Personnel as the other part of 
the position evaluation function. The 
objective would be to assure that the entire 
Agency understood that position management 
and classification are staff and coordina- 
ting functions of the Director of Personnel. 

Examine the competitive promotion policy 
and the CSGA. Perhaps with the reduced com- 
plement and the average grade of incumbent 
approaching the position average grade, the 
CSGA should be based on position requirments 
not on established positions and tne actual 
advanconent of an approved candidate for 
promotion, particularly at upper and super- 
grade levels should await the opening up of 
a position at the appropriate grade. 

25X1 


*N0TE: Suggested regulatory and handbook 

amendments together with a proposed 
policy statement which the DCI might 
issue as an Employee Bulletin 
and/or Meadquarters Notice are 
attached . 
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Findin.^s Conclusions 


>^anageiTient o£ Super- 
grade Personnel. 

r I 


25X1 A 


The DCI, the 
Management Committee, 
D/Pers, Supergrade 
Review Panel. [Also 
suljject to 0M3 Ceil- 
ing) 


Dissatisfaction with and inadequacy of present 
organizational arrangements for aciiiLnistering super- 
grade positions, ceiling and people are illustrated 
by a paper on tlie subject prepared in Dec 1974 by 
the DDA for circulation to the Comptroller and the 
D/?ers. Briefly stated this concept would diange 
present policy and procedure as established by Agency 
Regs and Ex- Dir Menx) of 12 Dec 75 and prior policies. 
It would tahe the DCI out of the SG picture except' 
for annual review of distribution and incumbency as 
against original allocation to the Deputies, place 
the authority for administering SG personnel with 
the Deputies , allow PMCD to classi^^ positions to 
which SG ceiling had been allotted by the Deputies. 
Two additional procedures were provided. Tne Secre- 
tary of the Management Committee would, in the event 
of a reallocation of SG positions or ceiling, _ staff 
out and present to the Director, with the assistance 
of the Comptroller, such a request. The second would 
provide that in the event of disagreement between 
OP/PMCD and the Directorate on the classificatioil'- of 
a supergrade position, tlie Coirptroller together with 
the four line Associate Deputy Directors [A/DD's) 
would decide. 


Recommendations 


Develop a more sophisticated basis 
to evaluate supergrade positions. Tne 
format and fact or analysis developed 
by the Civil Service Commission under -^at 
portion of the Coordinated Job Evaluation 
Plan applicable to the Executive Evaluation 
System i'EES] would appear to provide an 
excellent base under which IMCD and "Agency 
executives" could build the necessary docu- 
mentation for better supergrade position 
evaluation. A copy of the EES "factors" 
is attadied. 

Establish a periodic review and report 
by the Director of Persomel to the XI 
on tJie managemenf and utilization of 
supergrade positions as they become vacant. 

In the case of impasse between the 
Director of Personnel and the Directorates 
on the classification of sipergrade posi- 
tions - inpasse formerly resolved by tne 
Ex Dir Conpt, the DXi, or other designee 
of the XI, would make the decision. This 
appeal channel is suggested not only to 
ren’Dve tlie Deputies and/ or their Associate 
Deputies from the awkward position of 
ruling on their own supergrade structure, 
but also to reinforce the Directors im- 
mediate responsibility for decisions rela- 
tive to supergrade positions and personne. 
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(Responsibilities) 


Findings 


Conclusions 


Recommendations 


Management o£ Supergrade Personnel (Cont’d) 
I Personnel Rank Assignment 


Definition: A personal rank assignment is 
the assignment of an employee 
to a position of a grade lower 
than his grade. 

Responsibilities: PRA's may be approved by 

D/Pers if one of five conditions 
met, one of which is competitive 
promotion. Also requires appro- 
val for a specific maximum 
period as agreed by Operating 
Official, Head of the Career 
Service. 


Current Status : As of 12 Sept 75 there were 
58 Supergrade individuals 
in non- supergrade positions. 


~| As- 
signment to 
position of 
higher grade. 


There were also 98 non- 
supergrade individuals 
in supergrade positions. 
D/Pers approval required 
only if assignment is 
more than two grades 
above personal grade. 


A situation which reflects a_ sig- 
nificant number of supergrade positions 
occupied by non- super grade personnel 
while at the same time supergrade person- 
nel are slotted below their supergrade 
level, does not appear, on the surface 
at least, to be veiy satisfactory. 


Tlie Director of Personnel should report to 
the Deputy Director concerned at the completion 
of two years of a SG PRA assignment and seek ■ 
instructions on ending the PRA. The same pro- 
cedure should be followed with respect to the 
reverse situation, namely the non- supergrade 
individual blocking a srpergrade slot. , 


While some of this apparent "discrepancy" 
may be necessary "temporarily" by the workings 
of coiTpetitive promotion system or operational 
or other requirements the continuance of such 
assignments beyond a reasonable period would 
not appear warranted without the strongest 
justification. 

Present procedure by which the Head of 
the Career Service reports to the Director 
of Personnel oh PRA's and corrective steps 
being taken do not differentiate between 
Supergrade PRA’ s and PRA’ s in lower level 
positions. Nor are there special controls on 
the reverse, that is, assignment of ^non-super- 
grade personnel to supergrade positions unless 
the assignment involves a position more than 
two grades above the individual's grade. 


Quite apart from other reporting, the 
Director of Personnel should report once a year 
to the DCI on the number of Supergrade personnel _ 
PPA'd, and the number of non-SG personnel occupying 
SG positions. Report to be by major directorate, 
to show length of time of assignment and the 
Director of Personnel’s recommendation for resolv- 
ing "problem assignments" which have extended be- 
yond a reasonable period. 


The new responsibilities of the D/Pers should 
be reflected in amendments to t^ent of 
SG Personnel as cross referen( and 


1 Suggested revisions are attached. 
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Conclusions 


Findings 

Agency practice has been to decentralize 
the r^anagement o£ people to the career services 
while maintaining centralized management of 
positions and ceilings. 

The management of supergrade personnel, posi- 
tions and ceiling has always ^been an integrated 
process with the Executive Director- Comptroller 
the final arbiter for the DCI of both positions 
and people subject to the external controls of 
the Office of Management and Budget on numbers 
of Upper Level and Supergrade people. 

In Mnrch 1973, before assuming office as 
Director of Central Intelligence, E. 

Colby expressed his philosophy concerning the 
ancient dilemma of centralized versus personnel 
management: 

As to alternatives between centralized _ 
personnel management and the decentralized 
system w'e have today, I think neither is 
the right answer. The decentralized 
system provides personalized tpatment 
of the enormous variety of individual 
skills our people have. At the same 
time the decentralized syst^ allows 
inequities and inconsistencies in 
personnel management because of 
bureaucratic divisions. Ihe latter 
problem can be solved by centralized 
reporting of personnel activities and 
by imposing a common planning process 
and guidelines for decision making. 


A new balance between centralized and decentralized 
personnel management must be found, one suited to the 
nature of the times. 

In accordance with the Director’s statement, this 
balance will require a shift of some responsibility 
to the operating components (decentralization) and 
some shift in the opposite direction, involving 
common planning guidelines. 
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Recommendations 

■ Rework I I . Personnel Administration 

to reflect the change of focus from service 
to control on personnel planning and control. 
Include the Director of Personnel responsi- 
bilities for position management, average^ 
grade control in this general statement of 
policies. The policy followed should be one 
of centralized planning and control of posi- 
tions with people management, including assign- 
ment, promotion, utilization decentralized 
as at present subject to D/Pers review. 

Approval and review, in cluding peri odic 
surveys as provided for in | | , of 

position structure and the classification of 
positions should reiiain a responsibility of 
the Director of Personnel through PNJCD/OP. 
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Findings 

’Administration should be the handmaid 
of operations' said Allen EUlles in 1947 before 
he became part of the CIA and his message has 
had an impact for t\s?enty-£ive years. ^Vhile the 
substantive activity of the Agency should pre- ■ 
coninate perhaps it is time for another message, 
one which would include position management as 
an organization value. 

In the main, operating officials see position 
management and classification as somebody else's 
job, and the system as something to beat. Posi- 
tion classifiers are seen as bureaucratic, nega- 
tive, vacillating, and externally oriented, sur- 
rounded by mystique. 

^JOSt position classifiers are competent in 
their area of speciality. However they see 
themselves as beseiged, fight^ an uphill if 
not a losing battle, lacking in support at the 
highest levels, misunderstood. 

The DCI has been an excellent ^ communicator 
on many aspects of personnel administration 
such as changes in the Career Services, the 
Annual Personnel Plan, the Personnel 
Approaches Study Group, the Personnel 
Development Plan; but not much has been said 
officially on an equally important ^part of 
personnel management, namely position 
management and grade control. 


Position, Grade and Manpower Controls 

Approve,^ f 53®’^^^-lSiS%^00498A000300090007-^ 

Conclusions 

In addition to the program changes required if 
position management and classification is to be made 
effective, an upcoming need is to do some thinking 
. about the communications task. The role of structure 
.. is, not understood, being under emphasized on one hand 
by the emphasis on flexibility and perhaps overemphasized 
in a mechanistic way on the administrative side. 

One clue to the communication problem is described 
by Arch Patton, ^a director of McKinsey and Co. and Chair- 
man of the Presdiential Commission on Executive, Legisla- 
tive and Judicial Salaries: 

"A more effective system would result from in- 
volving the line or functional manager in the 
evaluation decision. ... it would sharply 
reduce the upward float of positions in the 
structure by strengthening the line manager's 
position in the evaluation process , hhen it 
becomes his decision and not the decision of 
some technician whose judgement he instinctively 
questions, the manager will tend to accept the 
values as established, and be less "tempted to~ 
beat the system, . . ." 
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Recommendations 

Good organization communication is based 
on confidence and is largely an aspect of 
leadership, to be achieved in part in Xs.e case 
of position management by the formal steps , 
.announcement of intention, and regulato:^ and 
other policy /procedural amendments as discussed 
elsewhere in this report. 

Technical aids to good communication w’ould 
include the development, with operator partici- 
pation’^*, and promulgation of position stand- 
ards , the inclusion of position management and 
classification in the training curriculum for^ 
supervisory and management training, the publi- 
cation of a flyer, such as the Navy Dent's, on 
position management, "first-cut" draft of 
.such a pamphlet based on the Navy "flyer" is 
included in this report.] 

Make grade and position management an evalu- 
ation factor in the performance evaluation 
of every line supervisor, branch chief, 
division chief. Office Head, Career Service 
Head. Make all levels of supervisors which 
originate or propose official statements 
of duties and responsibilities understand 
that they are certifying what is in effect a 
pay-roll document; and that while the Direc- 
tor of Personnel through P>n), OP has the 
staff and coordinating responsibility, final 
responsibility rests with line management. 

** The work module Evaluation System referred 
to elsewhere in this report insures this 
because it requires direct input from 
operating officials. 


t'-ji jN-HNinvJ.T.v 
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ORGANIZATION I 


f. OFFICE OF FERSONNEIi 


(1) MISSION. The Director of Personnel Is responsible for developing and 
recommending Agency policies, standards, and procedures for personnel 
management; for guiding and evaluating personnel management action 
by the Career Services and operating components; for authenticating^ 
recording, and reporting Agency position requirements and personnel 
transactions; for operating an Agency recruitment program nationwide; 
and for operating central benefits and services programs of common 
concern. 


(2) FUNCTIONS. The Director of Personnel will 

(a) conduct research and make statistical and analytical studies pertinent 
to Agency personnel management and develop and recommend policies, 
standards, and procedures for personnel management In the Agency; 

(b) operate a system of nationwide recruitment to Include the initial 
evaluation and ultimate appointment of new personnel; 

(c) make all initial assignments of personnel, operate a system for holding 
new personnel for eventual assignment, and make such reasslgnments 
as require central coordination and control; 

(d) prepare Individual contracts when personal services are obtained 
through contractual relationships, and execute contractual agreements 
for the covert support of operations; 

(e) authenticate official position and personnel action documents and 
maintain official current and historical personnel records and a re- 
porting system to serve Agency managers; 

(f) advise and assist Heads of Career Services and Operating Officials on 
matters of personnel management; 


Admijiister the Agency 
position management, classi- 
fication and compensation 
program, including the conduct 
of periodic surveys to insure 
the currency of individual 
position evaluation and l. 
position stincture as a 
whole, as defined in 

r 

u 


(g) ^conduct periodic surveys to evaluate tlie organization and classification 

of Agency positions; 

(h) consolidate and analyze the Annual Personnel Plan and Personnel 
Development Program reports of the Career Services for presentation to 
the Director; 

(i) administer the CIA Retirement and Disability System and the Internal 
applications of the CSC Retirement System and provide secretariat 
services and administrative support to the Retirement Board; 

(j) provide a program to assist prospective retirees in preparing for and 
obtaining post-retirement employment and to furnish prospective 
resignees with possible sources of new employment; 

(k) review and make recommendations when involuntary separations 
are contemplated, and process all separation actions; 


(1) Not Used 

1* (m) administer the Agency Suggestion and Invention Awards Program and 

provide secretariat services and administrative support to the Honor 
25X1 A Merit Awards Board; 

(n) establish special monetary allowances and differentials for overseas 
personnel as required; 

(o) administer the Agency overseas medical benefits program and exercise 
the authorities provided the Agency by the Missing Persons Act. as 
amended; 

(p) provide a processing service in cooperation with other support com- 
ponents to assist personnel performing official travel; arrange for 


I 

I 
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DEFINITIONS* 
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to be revised to incorporate the substance of the 
definitions below and the survey progra m program r esponsibilities 
as set forth in the attached ’’expired” 


lA*. 


Position Management is concerned with organizational structure align- 
ment of lections, number of positions at different 
skill levies, occi^iational levels required to carry 
out missions, ratio of professionals to clerical, 
number of supei*visors to work force, overlapping 
of responsibilities. It is ordinarily a Manage- 
ment Staff function. 


Position Classification determines how the position is to be classified -- 
” where it fits into the classification plan that 

applies to it and other positions like it, and 
what its title and pay level should be under the 
plan. The position classification process must be 
preceded by position management decisions. 


Compensation, Salary and Wage Administration translates position 

classification grade information into salary and 
pay determination in relation to the current 
classifications and pay levels of co-workers. . . 
In addition to following the principles and prac- 
tices of the government -wide Classification Act 
of 1949 for salaried staff employees, the Agency 
follows Amy, Navy, Bureau of Engraving, Govern- 
ment Printing Office hourly wage schedules for 
its blue-collar type employees. 


25X1 A 

* Definitions taken from the Position Management and Compensation 
Division History, 1946-67 published in December 1971, pp. 2-4. 

** Tills revision is in addition to that referred to in comments on 
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POSITION SURVEY PROGRAM 


25X1A 


;?EFERENCE: 


1; referent regulation establishes the objectives 

of position evaluation in the Agency and provides for periodic 
surveys to ensure the currency of individual position evalua- 
tions and of the position stiTicture as a whole* These surveys 
are especially important in this time of limited personnel 
resources. 

2. The Director of Personnel is directed to schedule and 
conduct position and manpower utilization surveys in all com- 
ponents with the objective of achieving complete coverage of 
the Agency each three years. He will report the results of 
such surveys promptly to the operating heads and directorate 
manpower officials concerned* Copies of all reports will 
also be submitted to the Executive Director-Comptroller. 

3. These surveys offer real assistance in our efforts to 
achieve the most productive utilization of our personnel re- 
sources. Full cooperation is essential at all management levels 
in order that the maximum benefit may be derived from this 
program. 

FOR THE DIRECTOR OF CENTRAL INTELLIGENCE: 


25X1A 


DISTRIBUTION: AB 


JOaN IV. COFFEY 
Deputy Director 
for Support 
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SECTION 11: SXAI-FJNG 

flO. CMtCANt/ATlON AND iMANTOWEB CON'IHOLS. This paragraph 
bAAlc Ai;cncy policy and general rcsponsIbUitlcs pertaining to the ad- 
fr*tr.h!f»Uon of the Agency’s manpower control program with respect to the staff 
tn4n;xrtrrr celling authorized each fiscal year by the Congress and the Office of * 
M*ni^rmrnt and Gudget, 

rolJCr. The Agency win conduct a continuing program of manpower re- 
j j^urccs'mnnngcmcnt that will ensure maximum efficiency and economy In 

■ the of manpower consistent with the Agency’s assigned missions and 
irijxjmlblllUci, 

^ fottowlng-^** "'Cency’s staff manpower control program encompasses the 
II) continuing review of manpower utilization In terms of program ob- 

(3) The forecasting of the manpower requirements for each Apenev mm 

■ the annual pro-’ 

approved staff manpower ceilings 

, «;.fnfp£“i;d'bXr‘ “<> >-.ew of oi! 

missions, and priorities relationship to Agency programs, assigned / 

•,(5) The Identification of requirements for staff nercnnriai i 
• . . component and career service ^ Personnel by organizational 

. ^ r'onSur ^ omcUU t, .b,„ 

*» unit worKlobd 

purpose . . ® ^ skills development 

(8) The recognition of the necc^^ifv fn 

ncl who would be Immediately av^labll ‘’t trained person- 

ments and provision for the asslanmpnf r ° ™eet contingency reqiiire- 
work or training during periods when n personnel to productive 

services does not exist. contingency requirement for their 

c. definitions. 

<2) STAFf A.AKP01VER CEILINO S sL ,,T ’ “'""“‘“i- 

or ot-each of Irs coinpononls I^IL ,n»'vh ''smo?. 

to be employed at the end o/the fiscal vpar"p" a Complements authorised 

o.H.r Od., teles and or..‘n,s..r/?„J ^,rs/lttre"o‘„ 
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. pay for more than 30 calendar days. (A part-time staff employee who 
f j !s scheduled to work loss than 40 hours per 'week counts as one full- 

I j time employee If his scheduled hours of work arc more than 20 hours 
i per week and as one-half full-lline employee If his scheduled hours 
' of work are 20 hours or less per week.) 

(b) Military and civilian personnel on detail from other rovGm 7 r,«r.» 
atrcncics on a reimbursable basis. 

<3) iSTAKKINQ COMPLEMENT. A staffing complement Is the plan of a com 
iwnenl for the assignment and utilization of staff personnel and .T.niro,Z 
and civilian personnel on detail to the Agency. It Identifies Z politloZ 
to which such personnel will he assigned to carry out the assigned 
slons and functions of the component, the positions allonffd fn 

|h„„< (ld»tlnod to typd, Jd Cto"o, SS) ,“d'?S 

planned Incumbency of each position. Staffing complement oZhZt 
' categorized and defined as follows: ^ nt poslt.ons are 

ta) For personnel assignment purposes 

U) Ihnlled positions are positions that may be occuoled hv 
than a specified number of individuals at one time 
overlaps In connection with reassignment; ' 

x2) flexible .positions are positions that may’ be ocmmind o' 

<b) For personnel and position controls 

nent-s^authorS sSfrmanpow2^G*^BlW ® compo- 

. •• .component; . grade for the 

«ro fTdmpwi Sr" 

oltor ..e,„cte and orc.nkalioM or «/o"“tabS5‘or‘'"T'? ‘I 

-Sir*"”'”'’ '•"' cS!S £1.“ Sr.? 

(4) development complement a t • . 

ance within an approved sLff mann^™ Complement is an allow- 
.nmt (or tb. asalS- 

n catendod iratotog, on Iw^ 0 “,^ " '>» 

to another agency or organization nr o? ^ days, on detail ' 

staffing complement positions reassignment between 

status are charged against the ^ ^development Complement 

subparagraph (2) (a)_ fboTe. ^^aff manpower ceiling as provided In 

''' career Service Grade 

oI prrronncl .nolborired ^TtS^Z JcTS ""'“f n»T.b?? 
Sorvlco conccnod or sub„dTnSe S^ofr sf.hr <=.rcer 

-V. born ,d™, r's:rrsr‘rfbo°i/rrsrkX‘ 
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PERSONNEL 

r» concerned. The CSGA Is ndjusled upward or downward, as necessary, to 
compensate for positions occupied by Individuals whose Career Service 
Designations or Career Sub-Group Indicators are not compat b e v/ 
the designations of the positions to which they are assigned. 

(6) CONTINGENCY TASK GROUP COMPLEMENT. The Contingency Task 
Sroup cWlcmmt 1, a planned allowance wlll.ln «» 
manpower celling to provide for the interim use of spec ay 
individuals who are available for Immediate assignment or commitment 
to contingency tasks of high national priority anywhere In the world. 

d. RESPONSIBILITIES 

(1) Each Deputy Director is responsible for implementing the provisions of 
this regulation within the area of his jurisdiction and will 

(a) ensure that the distribution of manpower and staff manpower ceil- 
ings to components under his control Is consistent with progiram 
priorities and objectives and represents the most economical utiliza- 
tion of manpower resources possible; 

(b) determine the appropriate allocation of staff manpower ceilings arnong 
the components under his jurisdiction within the directorate ceiling 
issued by the Director; 

(c) within the time period specified by the Director identify to the Director 
of Personnel those positions that are in excess of a reduced staff man- 
power ceiling; 

(d) make shifts in manpower which are within the manpower ceiling 
allocated to the directorate, without prior approval, provided that such 
changes have no manpower implications for another directorate or ^ 
not entail a significant organizational change. The Comptroller and the 
Director of Personnel will Immediately be notified of such changes 
with the reasons therefor; 

(e) present proposals for significant organizational changes or for changes 
in manpower ceilings which are not within the manpower ceiling 
allocated to the directorate to the Director for approval. PrQposals_^ 
should be forwarded, with appropriate justification through the/Comp- 
troller, (Significant organizational changes include such actions as the 
establislmient or closure of a station or base, the transfer of a major 
function from one component to another, or those actions which would 
exceed either the authorized average grade or the number of authorized 
positions at grade GS-14 and above.) 

(f) within the framework of the guidelines provided by the Director 
and/or the Comptroller, include proposed manpower requirements as 

L, a part of the directorate program and budget submission; 

(g) develop and forward (as requested In the Annual Program and Budget 
Call) to the Director of Personnel proposed staffing complements or 
revisions thereto of the components under his jurisdiction. 

(2) Officials responsible for budget submissions within the authority delegated 
by the Deputy Director concerned, will 

r* (a) within the framework of the guidelines provided by the responsible 
Deputy Director and/or the Comptroller, include his proposed man- 

L, power requirements as a part of his program and budget submissions; 


Director 
of Per- 
sonnel 
and the 
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C (b) develop and forward (as requested in the Annual Program or Budget 
Call), to the Deputy Director concerned, his proposed component staff- 
ing complement or revisions thereto. Except under temporary situations 
where approval has been granted by the Director, the total number of 
celling positions will not exceed the staff manpower celling of the 
component concerned. When a component chief proposes to establish, 
abolish, or change the Career Service Designation, Career Sub-Group 
Indicator or grade of a position under his operating control which has 
another Career Service Designation, he will notify the Head of that 
Career Service as soon as practicable In order that the Head of the 
K Career Service may make appropriate recommendations; 

(c) review continually personnel requirements with respect to priority 
of functions and organizational structure to ensure maximum produc- 
tivity and economy in the utilization of personnel. 

(3) Each Head of a Career Service will 

(a) plan the composition of the membership of his Career Service by 
grades and occupational skills based on requirements for personnel 
of his Career Service which are included in approved staffing and 
development complements; 

(b) review proposals for revisions to staffing complement positions affect- 
ing his Career Service and, if appropriate, make recommendations 
to the head of the operating component concerned. 


(4) The Director of Personnel will 


u 


r 

u 


r 


u 


(a) authenticate and Issue staffing complements and revisions thereto, 
subject to the approval of the Director when proposals would result 
in significant changes in organizational structure, or in changes affect- 
ing another directorate. Tlie Director of Personnel will obtain the prior 
concurrence of the Comptroller when revisions increase the Agency's 
average grade or the total number of posltlo 2 :is GS-14 and above. 

(b) ensure that prompt action is taken by Deputy Directors to revise 
staffing complements to equate the number of ceiling positions 
within a component to its authorized ceiling; 

(c) monitor the entrance -on -duty and transfers of personnel among 
Agency components in order to ensure that on-duty strengths are 
managed within approved directorate manpower authorizations; 

(d) evaluate proposals for establishing or changhig the number, grade, or 
allocation of supergrade and Scientific Pay Schedule positions within 

the Agency and transmit proposals to the Director with recommenda- 
tions; 


(e) develop and publish Career Service Grade Authorizations; ^ 

(f) ensure that the Career Services rejnain within their Career Service 
Grade Authorizations; 

Cg) collaborate with the Comptroller in implementing the Agency’s man- 
power control program; 


(h) project long-term Agency manpower requirements by numbers, skills, 
and occupational fields on the basis of information provided by "tHi 
Comptroller, the directorates, and other appropriate sources; 

(1) collaborate with the Comptroller in evaluating on a continuing basis 
manpower utilization throughout the Agency. 
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the Director of 
Personnel 

Delete - f replace^ 

by new 


(b) 

in collaborati on 
with the Director 
of Personnel 

(d) 
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(5) The Comptroller will 

(al^eview proposals for significant organizational changes and changes 
in manpower ceilings which have budgetary, manpower, or program 
implications among two or more directorates and submit appropriate 
recommendations to the Director; 

(b) review and recommend action to the Director on proposals involving 

establishment or upgrading of positions which would exceed either the 
authorized average position grade or the number of authorized posi- 
tions at grade GS-14 or above; 

(c) notify the Director of Personnel of organizational and manpower 

U celling changes which have been approved by the Director; 

fdT^ensure a continuing review of manpower levels and allocations among 
Agency components In terms of program objectives, levels of produc- 
tivity, and grades and numbers of personnel; 

^ (e) in collaboration with the Director of Personnel, develop and recom- 

mend to the Director policies, techniques, and procedures necessary to 
ensure the operation of a continuing and systematic program of 

U manpower control and reporting. 


I 


I 


\ 
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11. POSITION EVALUATION I j 

a. GENERAL. In setting up occupational categories and pay levels for Agency ’ i 

positions It Is Agency policy to follow the concepts and principles of the i 

Classification Act of 1949, as amended, as a means for establishing effective ; j 

Internal position alignment, maintaining reasonable comparability with other | 

Government agencies, and simplifying adjustments to conform to Federal 'j : 

salary changes and employment benefits. Overall objectives are to maintain j 

an Agency staffing pattern which will attract and retain highly qualified and : | 

competent emp]oyces and which will reflect the characteristics of Agency j j 

employment, and to provide an effective means of controlling expenditures [ | 

for personal services. In the evaluation of positions, consideration Is given ,t 

to such factors as: 

(1) the relative difficulty of the major fimctions and responsibilities of po- 

sitions Including the extent of supervisory control over the positions, the j)02e-te ■ 
nature and level of supervision exercisedj 4UMi-th© workload 44w©lved; — — [ 

(2) the Agency-wide requirement to exercise the utmost vigilance, on the . i 

job and In private life, to protect the national security, the security of > [ 

Agency activities and the safety of all persons engaged In intelligence ' ; 

operations; ^ 

■ (3) the requirement- for unique skills and for the assumption of additional ’ 

responsibilities when the noiTnal division of labor Is precluded by com- 
partmentatlon for security reasons; 

(4) the requirement for unusual ingenuity, creativeness, and alertness 
brought about by changing doctrines and procedures for intelligence 
Qpgj^ations or support and the frequent shifts in duties stemming from, 
such changes; 

(5) the need to accept a degree of personal anonymity in the interest of the 
U.S. Government; 

<6) recognition of the fact that comparability with salaries outside the Gov- 
ernment should result in maintaining stability in position grades unless 
a significant change in the character of the work being performed can 
be demonstrated. 

b. rOSITION DESCRIPTIONS. Tlie ’Administrative Officer, O/DCI for the 
Office of the Director, Heads of Independent Offices, and Operating Officials 
will provide the Director of Personnel with such information on the functions 
and responsibilities of positions as he may require in order to evaluate and 
classify them according to occupational category and pay level. 


This to be revised 
once a new evaluation 
system (possibly 
factor- ranking/ 
bei'chmark syston) 
has been approved. 


hUTE: I 

sliould also be ■ 
revised at this 
time. 


■e. EV.tLUATION OF STAFFING COMPLEMENT POSITIONS. Staffing comple- 
ment positions are evaluated and classified by any one or any combination 
of the following techniques: (1) ranking of positions by degree of responsi- 
bility; (2) comparison of essential factors with available position standards; 
and (3) comparison with other comparable positions, both within the Agency 
and in other Government agencies. 

d. EVALUATION OF NEW POSITIONS. When setting up new organizational 
components or new positions, if information is inadequate to accurately de- 
termine grades, positions and pay levels may be established on a temporary 
basis subject to review and adjustment by the Director of Personnel when 
he has determined that sufficient information is available. 

‘Effective: 19 March 1975 (867) 

Revised: 9 June 1964 (198) 

CONFIDENTIAL 


JO 


Approved For Release 2003/12/16 : CIA-RDP79-00498A000300090007-2 




- 

xttyLi 


PERSONNEL 


Approved For Release 2003/12/16 : CIA-RDP79-00498A0003000900G 


e. KSTAULISIIMENT OF CEILINGS I oo-io .v..,.* 

The -Dlrcclor of Personnel will cstabl sh cclllnp for upper-level posit ons 
grades GS-14 through GS-18. within the overall Agency celling P/cscrl^d 

accord mee withi |for each directorate and Independent office. Hie 

classification of new posltlonl and the reclassification of existing positions In 
the upper grade levels will be accomplished without net Increase In the ap- 
propr ate dtectorate’s or Independent office's overall ceilings for these poslt.ons. 
Unsradlne of existing positions to upper grade levels will require compensat- 
ing downgrading to GS-13 or below of other positions clasjfled 
GS-14 to ?8 range. Any Increase In a directorate's or Independent office's cell- 
ing for upper-level positions will re quire concurre nce of the ‘Comptroller 
In accordance with policy set forth .lr>l ^ \ - ' ■ 

f CONTKOL OVER 'VVERAGE POSITION GRADE. Normally, the clas.siflcatlon 
* of new positions and the reclassification of existing positions will be accom- 
nllshcd without Increase in directorate or independent office or Agency average 
position grade unless exceptions are fully justified. Upgrading of existing po- 
sitions will require compensating downgrading of other positions classified at 
• approximately the same grade levels as the upgraded positions. 

(1) exceptions to average, grade controls. Requests for excep- 
tions will be fully justified in writing by the Deputy Director or Head of 

» Independent Office concerned and forwarded to the Director of Per- 

» sonnel through the Comptroller. 

(2) RESPONSIBILITY. The Director of Personnel will monitor the average 
grade of each directorate and Independent office and will provide advice 
to the officials concerned as to areas where compensating changes may 
be made. 

r SURVEYS Periodic position surveys are made to update position infonna- 
tlon, and to make necessary adjustments in the grade of Individual positions 

and'the position, structure as a whole. . ' 


‘Effective: 19 March 1975 (867) 
—tKcvised: 19 March 1975 (867) 
CONFIDENTIAI. 
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1. AUDIT OF AGENCY ACTIVITIES 


a. POLICY. Tlie Agency will provide audit facilities and services to ensure a 
final and Independent audit or audit review of components, Installations, 
programs, and activities consistent with audit standards and requirements 
promulgated by authoritative audit and management offices of the Govern- 
ment, and with the guidelines set forth by the Director of Central Intelli- 
gence, Only the Director of Central Intelligence may exempt an Agency 
activity from audit. 


b. RESPONSmiLlTJES 

(1) The Audit Staff of the Office of the Inspector General is responsible 
for the examination and appraisal of policies, systems, procedures, records, 
and reports relating to programming, budgeting, accounting, procure- 
ment, and supply; and, other operations having an Impact on the ex- 
penditure of funds, use of resources, or effective accomplishment of 
Agency objectives. 


(2) The Chief, Audit Staff will: 

(a) Prepare an annual audit plan developed in coordination with pro- 
gram officials. The plan will cover all Agency activities subject to 
audit, the activities and locations selected for audit with assigned 
priorities, the reasons for their selection, the audit period, the scope of 
audit coverage, the management benefits anticipated from the audit, 
and evidence of coordination with the Comptroller or the appropriate 
Deputy Director on the selection of subject matter for management 
audits. 

(b) Direct the performance of planned audits of headquarters com- 
ponents, domestic or overseas field Installations, and related pro- 
grams and projects. Dependent on the scope of audit coverage outlined 
in the audit plan, determine whether: 

(1) Financial operations are properly conducted, financial reports 
are presented fairly, and compliance with laws and regulations 
has been achieved. 


(2) Agency resources are managed and used in an economical and 
efficient manner. 

C3) Desired results and objectives are being achieved in an effective 
manner. 


(1) review the most 
recent position manage- 
ment sui^vey conducted by 
the Office of Personnel; 

( 2 ) 


(d) Coordinate wl !<i the 

Director of Personnel 
all audit findings and 
r ecoiTimendat ions 
relating to posi- 
tion management 
and manpower l. 
utilization, „ - ^ o t 

—►Revised: 3 June 1975 (882) 


(c) When an audit Is planned which encompasses elements of sub- 
paragrapTT'^ISnhy (ij“and/or (yT'ahovef/augment the audit team 
where necessary with an individual or individuals with appropriate 
experience in the technical field or operational area to be reviewed. 
These individuals may be drawn from either the Inspection Staff, the 
directorate Involved, retirees, or outside consultants, and should be 
independent of the program under review. Individuals selected for 
augmentation of audit teams will be appropriately cleared with the 
Deputy Director concerned. 

Report the observations and recommendations resulting from audits 
i'_'jto Agency officials responsible for taking actions, and to other 
^^Tesponsible or management officials as may be appropriate. 

Follow up recommendations when necessary to assure that appro- 
priate action is taken, and report to the Director of Central IntelU- 
(f)gence through the Inspector General any recommendations that 
are not being resolved satisfactorily at operating levels. 


AD3IINISTRATIVE— INTERNAL USE ONLY 
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(f) Determine the need for site a udits of projects Involving Agency 
) Instruinentfilltlcs (see l I . and engage or approve the public 

^ accountants to be used In those causes where cover or other reasons 
^ preclude the use of Agency auditors. Before Instituting a site audit 

^ the Chief, Audit Staff will obtain: 

Concurrence on the use of either Agency auditors or public ac- 
‘countants from the office controlling the operational phases of 
the project, and from the offices having security, commerlcal, and 
’ ; . cover responsibilities. 

(2) Appropriate security clearances from the Office of Security If 
A ' public accountants are to be employed. 

Direct the audit of all Agency-sponsored activities not funded by 
public appropriations, such as the Credit Union, the Employee Activity 
Association, the Voluntary Investment Plan, and employee health 
and Insurance programs. . 

(3) Deputy Directors and Heads of Independent Offices are responsibly for 
assuring that offices and personnel under their Jurisdiction: 

(a) Assist and cooperate with the Chief, Audit Staff and his representa- 
tives in carrying out their responsibilities. 

••• (b) Reply to audit recommendations within 60 days. 

(c) Obtain concurrent of Chief, Audit Staff before employing public 
accountants for audit purposes. 

(d) Provide that all fees and expenses for audit services of public ac- 
countants will be paid by the project or activity audited. 

L. (e) Coordinate on the selection of subject matter for management audits. 




2 
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CONFIDENTIAL ■ 

PERSONNEL 

(2) HEADS OF CAREER SERVICES, 'fhe head of each Career Service Is re- 
sponsJble for 

(a) ensuring that the principle of competitive ev.aluatlon Is followed In his 
Career Service; 

(b) recommending promotions to the Dircetbr of Personnel In accordance 
with the provisions of this paragraph; and 

(c) determining competitive areas within his Career Service. 

(3) DIRECTOR OP PERSONNEL. The Director of Personnel Is responsible for 

(a) ensuring compliance with this paragraph by continuous evaluation of 

• the Agency's promotion program; and 

(b) reviewing all promotion requests and approving promotion actions 
which conform to the provisions of this paragraph. 

22. Reserved. 

23. MANAGEMENT OF SUPERGRADE PERSONNEL 


a. POLICY 

(1) The Director of Central Intelligence will determine the number of Agency 
personnel who may hold supergrade rank. 

(2) An employee will hold supergrade rank for such time as the Director may 
determine, regardless of the nature of the duties performed. 


for reporting period! 


b. RESPONSIBILITIES 

I"'' (1) The CIA Management Committee is responsible for advising the Director 
of Central Intelligence on the pifoductlve use and development of super- 
grade personnel. 

(2) The Director of Personnel is responsible for advising the Director of Cen- 
tral Intelligence with respect to the number, level, and distribution of 
supergrade positions. He is further responsible for coordinating pro- 
posed actions affecting supergrades for making recommendations 

concerning such actions as appropriate^ / 
xur rupui 0X11^ pox -y j 

cally on the number, type (3) The CIA Supergrade Review Panel is composed of the four Associate Deputy 

, -1 - — - c n — Directors and a representative of the Executive Career Service. The panel 

is responsible for reviewing quarterly directorate and Executive Career 
Service supergrade and Scientific Pay Schedule vacancies and reassign- 
ment plans. The panel may make recommendations to the CIA Management 
Committee concerning plans and reasslgnments as the panel finds appro- 
priate. 

(4) The Director of Central Intelligence will determine the disposition of 
any action effecting a change in supergrade positions or in the rank of 
personnel holding or proposed for supergrade rank. 


and duration o£ Personal 
Raiik Assignments of Super- 
grade personnel; and for 
similar reporting on non- 
supergrade personnel ^ 
assigned to supergrade 
positions, such reports 
to be furnished to both 
the DCI and the Deputy 
Director concerned. < 


PROCEDURES FOR PROCESSING PERSONNEL ACTIONS 


(1) Deputy Directors and other qfficials reporting directly to the DCI will for- 
ward to the Director of Personnel requests for personnel action affecting 

including Personal supergrades; / 

Rank Assignments actions 

and those involving the^Revised: 13 June 1974 (819) j I M 

assignment of non- supergrade CONFIDENTIAL 

personnel to supergrade 

posit 1 r»ris . Approved For Release 2003/1 2/1 6 : CIA-RDP79-00498A000300090007-2 
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( 2 ) 


(3) 


rKUSONNEL 
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The Director of Tcnsonncl v/)ll notify the Inspector OenerM, Inc Dlrcclor 
of Security, and the Director of Medical Services of each personnel action 
renuest rccomtncndlnc ^ chance In rank of a person holding or proposed 
for supergrade rank. Each of these officials and the Director of Personnel 
will examine their records and institute such additional Investigation as 
they deem appropriate In order to determine the fitness of the Individual 
being considered. 

The Director of Security and the Director of Medical Services v;lll advise 
the Director of Personnel when they, have coniplctcd their studies. Upon 
receipt of Information from the Director of Security and the Director of 
Medical Services, the Director of Personnel will forward the proposed action 
together with his recommendation to the Director of Central Intelligence 
for appropriate action. 

24. I\IANAGEMENT OF SPECIALLY. QUALIFIED SCIENTIFIC 
PERSONNEL 

a. rOLICY. A personnel management and pay administration system is estab- 
llshed herein for personnel assigned to selected scientific positions Involving 
(1) the planning, organizing, directing, and coordinating of major scientific 
programs or (2) the planning and execution of productive research or consul- 
tation of a very high order in a specialized branch of a scientific field. Nor- 
mally such personnel will be specialists in the sciences of mathematics, elec- 
tronics, chemistry, engineering, or physics. 

DESIGNATION OF POSITIONS. Each Scientific Pay Schedule (SPS) position 
will be designated on organizational staffing complements by the normal title 
and occupational code used for comparable General Schedule (GS) positions, 
with the prefix "SPS” but excluding grade level, e.g.. Physicist SPS-1310.04-00. 

PAY KATES. The pay range for personnel assigned or promoted to SPS po- 
sitions will be from the mlniriium rale of GS-16 to the highest rate of 03-18. 
Pay steps within the Scientific Pay Schedule will be equated with pay steps 
for GS-16 through GS-18 as Indicated below: 


b. 


Scientific Pay Schedule 

Steps (1) throu^ (4) 
Steps (5) throu^ (8) 
Step (9) • 


General Schedule 


GS-16, Steps 
GS-17, Steps 
GS-18 


1 through 4 
1 through 4 


Pay applicable to SPS step rates will be automatically adjusted on the basis of 
L,any future changes In the corresponding GS step rates. 




(Continued on page 59.) 
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c. RESPONSIBILITIES 

( 1 ) HEADS OP INDEPENDENT OFFICES AND OPERATING OFFICIALS. 
Heads of Independent Offices and Operating Officials should anticipate 
the personnel requirements of their components and notify the Heads of 
the Career Services concerned of such requirements through appropriate 
channels. 

(2) HEADS OF CAREER SERVICES, Heads of Career Services select person- 
nel for assignment to operating components In response to stated requ re- 
ments. If recruitment Is necessary to obtain personnel to meet antici- 
pated needs, the Head of the Career Service concerned should notify the 
Director of Personnel. 

(3) DIRECTOR OF PERSONNEL. The Director of Personnel In meeting the 
recruitment requirements of the various Career Services gives first con- 
sideration to the availability of qualified individuals serving in the 
Agency and, second, undertakes external recruitment when appropriate. 
In discharging his responsibilities for internal Agency recruitment, the 
Director of Personnel will maintain records of the qualifications of Agency 
personnel and will also use, as appropriate, pertinent data available from 
other components, Including ti'alning reports and Information developed 
by the Psychological Services Staff, Office of Medical Services. 

(4) DIRECTOR OF SECURITY, The approval of the Director of Security is 
required for reassignments to the Operations Directorate or to the foreign 
field. An information copy of Form 1152 covering other reasslgnments 
should be forwarded to the Office of Security. 

(5) DIRECTOR OF MEDICAL SERVICES. The Director of Medical Services 

determines the medical fit ness of emp loyees for certain categories of as- 
signments as prescribed in | | 

(6) SUPERVISORS. Supervisors at all echelons are responsible for the proper 
utilization and continuing evaluation of personnel assigned to their re- 
spective Jurisdictions. They will advise the Career Service concerned, 
through appropriate channels, when there Is evidence that an employee 
Is misassigned. 


d. ASSIGNMENT TO A POSITION OF HIGHER GRADE. An employee may occupy 
a position of a grade higher than his grade when 

(1) for training purposes the assignment is intended to afford the employee 
broader developmental opportunities in his career field; or 


(2) the employee is the best qualified person available at that time for the 
position. 

25X1A f*' However, an employee will not imder normal circumstances be assigned to 

a position which is more than two grades above his grade. Any proposed assign- 
ment which is an exception to this policy will be submitted for concurrence 
to the Head of the Career Service concerned before it Is submitted with fuU 
Assignments of non- ^ justification to the Director of Personnel for approval, f 

supergrade individual§_ personal rank assignment 

to supergrade positions , , . . ^ ■ * , , . 

1 - Pnl Inw nrn- ^ personal rank assignment is the assignment of an employee to a position 

muSL XO , P. of a grade lower than his grade. An employee will not normally be as- 

cedure Sp ecitied in signed to a position which is more than two grades lower than his grade. 

' ] Management of 


Supergrade Personnel. 
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(3) Refer [ 


A personal rank assignment may be approved by 

when the Head of the employee's Career Service slates that one of the 

following conditions exists: , , ^ ^ t v., 

(a) Tlie employee Is to be competitively promoted but mu^ complete his 
current assignment In a position of lower grade than his grade after 

(b) ^rcmployce Is the only qualified person available for assignment to 
a position which must be filled Immediately; 

(c) The employee possesses such unusual background, contacts, or Quali- 

fications for a particular position that his assignment to that pos o 
is essential to an Agency program; , , x. 

(d) The employee’s service record and qualifications demonstra e sa s- 
factory performance at his grade, and staffing plans Will provide a 
position of that grade In the near future, but no appropriate assign- 
ment or proper grade Is currently available, or 

(e) The employee is to obtain specific experience essential to the planned 
future use of his services. 

(2) Under any of the above circumstances, a personal rank assignment 

approved for a specified maximum period of time agreed upon by the 
Operating Official concerned, the Head of the employee’s Career Service, 
and the Director of Personnel. At the beginning of each calendar year. 
Heads of Career Services will review personal rank assignments of em- 
ployees under their jurisdiction and Initiate such action as may be called 
for as reassignment to suitable positions at appropriate grade levels, other 
corrective measures, or extension in the event an assignment should be 
continued beyond the approved period. A report of such review and meas- 
ures taken will be furnished the Director of PersonneL 


Management of j-^f. 
Supergrade Person- 
nel, for assignment 
and reporting pro- 
cedures on Personal 
Rank Assignment of 
supergrade personnel 


REASSIGNMENT. It Is in the Agency’s interest to assign Career Employees to 
positions where they can develop and apply their abilities to the maximum 
and obtain satisfaction through the achievement of Agency and personal 
objectives. 

(1) The Director of Personnel publishes vacancy notices to advertise the 
qualification requirements of positions for which the Heads of Career 
Services wish to solicit candidates. Interested employees with the requisite 

• qualifications are encouraged to inform the Director of Personnel of their 
desire to be considered for reassignment to such positions. 

(2) An employee seeking reassignment within his Career Service should make 
this interest known to his Career Counselor. The Heads of Career Services 
will ensure that such requests for reassignment receive full consideration 
and that reassignments in the employees’ interest are arranged whenever 
practicable in terms of the requirements of the service. 

(3) Operating Officials will expedite the necessary arrangements to effect 
reassignments which have been determined desirable by the Career Service 
or Services concerned. 

(4) The Director of Personnel will coordinate reassignment arrangements 
between Career Services when appropriate. The reassignment of an in- 
dividual from one Career Service to another is made on the basis of the 
requirements of the Career .Services involved and the career goals of the 
individual concerned. The Director of Personnel reassigns an individual 
from one Career Service to another only after consultation with the 
individual and the Heads of the Career Services concerned. 


^Revised: 13 June 1974 (817) 
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Date 

r:o. • 

AGENCY POSITICN MANAGEMENT AND GRADE 
. • CONTROL, FY’ 76 

! ■ 1. On 28 ^^ay 1975, just prior to the start o£ FY’76, I assured the 

Director, Office of Management and Budget (C?®) that intemal controls 
had been inposed to maintain and, where possible, to reduce the average^ 
grade of our position structure and the number of authorized positions at 
• Gj-ade GS-14 and above. Tliis assurance was given to 0MB in response to 
Presidential concem about rising persoiinel costs in the government which 
included the problems of grade creep and the increasing number of upper 
STATINTL grade personnel. My assurance was given in view of Agency policy as. 

. Hanifested in- existing regulations and in tire procedures specified in 
^ Manageinent of Positions and Ceilings. 

2. Agency performance under these policies in the two areas of 

position management and grade control has been mixed. Our average 
position grade,' based on approved positions, has held quite steady but 
a slowly, rising incumbent grade average shows a somewhat different 
result whidr if inrcheched could in time match if not exceed average 
position grade'. - ■ 

3. Hie alteratives to early and positive action are serious and 
could have a deleterious effect on our several ’people’ management prograins 
Ihe .Annual Personnel Plan, the Personnel Development Plan, and actions 
resulting from the findings of the Personnel Approaches Study Group, 
would suffer if steps such as promotion freeze, roll bade of average 
grade, reduction in Upper Level and Si^ergrade (GS-14 and up) positions 
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r * 

v,on= talcen. Such Kasures could vo>y well be Inposcd from without 
unless we ourselves tabe steps to "manage" positions and control average 

grade actions. ’ • . ' 

4. To inecit this problem I believe it essential for our posicion 

management and classification function^ as exercised by the Director of 
Personnel throu^ the Position Management and Conpensation Division* 

Office of Personnel to play a more dominant role in our efforts to 
manage bur manpower resources. No procedural changes are necessary, 
but the cooperation and possibly changed focus of line management is 
essential particularly in the exercise of rcstraint in requesting ip- 
gi-adings. Greater care by Career Boards with respect to the availablilt^^ 
of positions at the grade level specified in making competitive promoti^ 

is also a "inust.” 

s! 'in order to give the Director of Personnel a better opportunity 
to co-ordinate Agency effeits at holding the line on position management 
and grade .‘control, the following policy dianges are specified and will 
be included in reidsions to Agency Regulations idiere necessary. 

■ A. Include grade control and position management in the 
■ Agency Itinageirent by Objective and Letter of Instruction so that they ^ ^ 

become objectives of all levels of management. ^ 

B; • Clarify, or where necessary establish staff and progra 
responsibilities for the program of control as between the Conptrolle 

and the Director of Personnel or jointly. 

C. Include position structure, tliat is numbers of positic 

occupational codes, grade’ levels, ratios (of clerical to professiona. 
personnel) in personnel ceilings at the tiire of allocation. ^ 

2 
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D. Dcfinitize the position inonagcmcnt function at tlie Agency 
level by its inclusion in [ 


as a responsibility, quite separate 
and distinct from the position evaluation function, of the Director of 


Personnel, ^ 

E. Develop new and more sophisticated methods of job 

evali^tion, particularly to abolish or reprogram marginal positions as 
they becone vacant; and review the accuracy of position descriptions 
and grade allocations against these *'new** standards. • 

F. Include review of conponent performance as to position 


■. ' management and grade control in all surveys by the Inspector General, 
tlie Audit Staff as well as in the position surveys’ of the Director of 


Personnel. 


.... ..G, ■ Maike position management and grade control perfoimance 
a factor in tlie coverages of the Annual Personnel Plan. 

6. I an sure that with the cooperation of all concerned and the 
coordinating efforts of the Director of Personnel, we can show satis- 
factory’ year- end results. 
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■L. Kav 75 DGI Ltr to D ir ector 0 T!B committing tha Agency to 
•' tha establisluncnt of internal controls to raninttinx an 

where possible reduce the average grade of our • 

- ' structure end the number of authorized positj.on3 at r , 

' u and above, _ . • 

Ifi Oct V? T.rr.fBro oi Memo to Ex- DIUt Comptroller on PMCD 
Vurveys recomjr.cnding that they bo conducted independently 
but in co-ordination with I.G surveys. This was in response 
to the Ex-Dir(Colly) ftono questioning the advisability or_ 
double surveys, 

n ’ ■ ■ . 

• TTn^de ntifled ScCTnent of a Repor t 
which' states that ,"in our survey we found R-iCD ±11 equipped 
in relation to t&ts total assigned responsibilities. In 
recent years the division has lost' some of its initiative 
and has assumed a somewhat passive ruix attitude toward ac- 
* coaplishing its total mi-ssion”. 


_ • 4 * 


A 'TTov 74 DG l't^p-mn for Chief . Audit St affSubJect: Scope of 
Audits which states in part that ,"oUQits,i'ri±i , adoinonal 
to financial aspects, v.dll bo conducted vyith 
‘of the Comptroller, the appropriate program sjjaifs of the 
.directorates supervising the unist being audited, an in 
afproprlate cases, the Office of Personnel. (Appropriate 
case's .might be defined as those involving utilization o 
ceiling resoiirces, avacrage grade increases, position 
managment) 


25X1A 


5. 


nst revised 


June 75. Audit of l-.^cncy /.ctiidtie s, 
gency resources ar^ 


( 2 ) (b) Agenev resources are nsnlgid nanr.ged 


Psra 1. b. / f r, 

and used in an economical and efficient manner, k v 
ordination vdth D/Pers on coiling utilization, average 
grade performance and psoition managneut functions nignt 
be added). 


6 . 


\ Personnel Adninistration Para l.b. Personnel "“cs- 
ponsibilites. (Subparagraphmight be added cross referencing 

ApproyediFbdtoHeleasa^OOSifl 2it|fipqDB!^-M3li^0949f A§003(yeW9TO^^ ^ - 

Personnel Objectives (Subpara on position monagjasnt j 


K. 


n IJ 'C' T ‘ Ti 1? hT »T» T A 




CO NFENDIX ZONAL 
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Conirn.ls '~b7 iVocr-'!!! T-VI'I cubpomci'f’P'' por.lbion mrtn^itpncnt 
d7n^o'r^nr.ihilitic.o(Ac1.1 or clnrJfy For,ition ro-mAi^nent rc- 
sponsibiliUea of the DD’s) j d.(4) clarify D/l’ora 
rosponsibiliti s for p.notlon innnnGnont end control 

( 5 ) cinrlfy Conptrollor nnd D/fcrq mutual rcoponoibilaty 
• ' for -ix^aition structuro and mnnafircont. . 


25X1 A 
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S 
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Fopitlon Kvaluaticn Add dofinttion of pocltlon 


9. 


tian-agmcnt 03 part of the ccHua.tion pi’ocesf 

Fromo'tlon. (?) add avaxlab5.Hty' of slot 


10 . 


Kan s RTiicn t o f SurorGrado Fcrronnol (Chango based 
on recommendation finally decided) 


25X1 A 


11 


R f. Office of Personnel ( 2 ) add position iranfigement 


and grade control a's functions 
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12 . 


The Career Services No change 


13 . Nandout. H1CD Agency Fosition llanagment and Manpower, Utilization 
IMlosophy, Objectives, Croiteria^ — Enndcd .out prior to survey. 


this pamphlet which is baaed on 


ssued by the DDS on 


7 January 1972 requires only a modification which v?otild stress 
tho position manamgert and average grade controls as factors 
to. be oxaminod. • • 


14. 


Tianavoment of Personnel Ccilins and Positions! The 


procedural handbook, last issued on. 3 June 1968 requires 


25X1A 
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This pamphlet is designed to acquaint managers 
of the importance of POSITION MANAGEMENT 
and what you as a manager can do to promote 
better management in your organization. 


WHAT 

ARE 

YOU 

DOING 

ABOUT 

IT? 


The largest single item in the Federal Budget 
today goes for personnel services. You as a 
manager determine how these funds are used. 
Are you utilizing them economically and 
effectively? 


A Guide for Agency Managers 
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WHAT IS POSITION IVIANAGE^AENT? The objective of Position iVlanaqement is a 

' balance between Economy and Effectiveness. 


Position Management is what you as a manager 
do when you recommend or decide such things 
as: 

1. How your organization will be . 
structured. 

2. How many people will be needed to 
accomplish the work. 

3. Types of positions needed. 

4. The duties and responsibilities to be 
included in positions. 

.I 

What should you consider before making those 
decisions? These are the questions this 
pamphlet covers. 
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Things to consider in developing such a 
' balance: 

1. Mission 

Can you produce a high quality job 
on time? 

2. Work Simplification 

Are you using the best work methods 
and techniques? Is unnecessary work 
being performed? 

3. Availability of Personnel 

■ Can you obtain the employees need? 

Will extensive re-training be needed? 

4. Utilization of Employees 

Are employees utilizing their full 

capabilities? Have you set qualification 
-R0P79-OO498/\,«^^gpR(^p^-fe tO high? 
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5. Career Opportunities 

Does the organizational structure 
provide opportunity for acvan cement? 

Do you have dead end jobs? Are jobs 
so narrow there is no room for growth? 

6. Motivation 

I 

Do your employees want to do their 
best work? Is the work challenging? 

7. Availability of Funds and Ceiling 
Are you working with the controls 
established by higher authority? Is 
your organization built around 
projections rather than approved mission 
and resources? 


Many of the problems you face as a manager 
are tied to weaknesses in organization and 
job design. 

What are-some of these problems? 

1. Bottlenecks 

2. Red Tape 

3. High Employee Turnover 

4. Recruiting Difficulty 

5. High Error Rate 

6. Excessive Number of Grievance Cases. 

7. Employee Cliques 

8. Difficulty in Demonstrating Personnel 
Needs. 

9. Unmanageable Backlogs 
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WHAT ARE SOME OF THE WEAKNESSES 
OF organizational DESIGN? 

A. FRAGNIENTATION 

(Unnecessary spliting of an organization 

into small elements) 

What Problems Are Created By Fragmentation? 

1. Small units become so specialized that 
they restrict employees potential 
development and contribution. 

2. Communications between units are 
restricted and action slows- down. 

3. Creates confusion regarding who is 
responsible for an activity. 

4. Creates delays in obtaining decisions. 

5. Makes fluctuations in workload difficult 


Questions to Ask When Developing or Changing- 
Your Organization. 

1. Are all the organizational elements 
necessary? 

2. Do they improve efficiency and economy 
of operation? 

3. Do they restrict the development and 
growth of employees? 

B. EXCESSIVE LAYERING - 

(Too many levels in the chain of command) 

What Problems Are Created? 

1. Ideas or products have difficulty moving 
since they must be reviewed and 
restated by each supervisor. 

2. Top management is often unaware of how 
made at lower level. 


to manage. ■ ^ 
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3. Controversy on important issues does 
not civvays reach the boss's attention. 

4. Lower level supervisors and employees ' . 
are too restricted in what they can do 

and become frustrated. ’ 

Questions To Ask When Establishing Command 
Levels- 

1. Are all supervisors actually needed to 
plan and guide the work?'. 

2. Has authority been delegated as far 
down the line as it should be? 

C. UNNECESSARY POSITIONS' • 

(Special Assistants. Deputy Chiefs. A44s., etc) 


1. Full assistants, deputies and the like 

add another level to the chain of command. 

2. This creates delays in decision-making 
and increases the possibility of duplication 
of effort. 

3. Tend to create staff/line conflicts. 

Questions To Ask When Considering This Type 
of Position- 

1. Does the workload call for two people at 
the top? . 

2. Is the Chief absent a lot of his time and, 
binding decisions must be made during 
his absence. 

3. Could staff assistant and Deputy functions 

hp hpnHIpH hy Imp iTStinnS 

-uC IIUIIUIVU uY ini'./ Vi 

D. NARROW SPAN OF CONTROL 


b 


What Problems Are Created By Unnecessary 
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of 

What Problems Are Created By Narrow Span of 
Control? 

A 

1. Stifle initiative and discourages individual 
development. 

2. Limits opportunity for career development. 

3. Results in excessive overhead expense. 

Guidelines To Be Applied When Judging Span 
of Control- , | 

1. Elements should have a minimum of ! 

four positions in case of technical i 

positions and many more in case of non- | 
technical positions. ' 

2. Generally a horizontal flat organization is . 
more economical and efficient than a 

^ tall structure with many echelon. | 
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3. Can'.you eliminate or automate highly 
routine duties. 

B. MIXING OF HIGH LEVEL AND.LOW- LEVEL DUTIES 

What Problems Are Created By Improper Mix? 

■ I. Improper utilization- of skills and abilities. 

2. Excessive cost to accomplish work. 

3. Creates employee dissatisfaction. 

Question To Ask When Designing Position- 

l. Are duties grouped according to knowledges, 
skills and training required? 

' 2. Are all duties of the position at approximate!; 
the same grade level? 


.-RDP79-00498A000300090007-2 
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WHAT ARE SOIVIE OF THE WEAKNESSES 
OF POSITION DESIGN? 

A. Narrow Jobs , ■ 

(Limited to one or two duties or tasks) 

What Problems Are Created By Narrow Positions? 

1. Employee interest is destro|ed. 

2. Creates dissatisifaction, grievances, poor 
attitudes, etc. 

3. Limits flexibility of employees. 


Questions To Ask When Designing Positions- 

1. Is work designed to attract and motivate 
capable employees? 

2. Can duties be rearranged to give more 
variety and improve job interest? 

Approved For Release 2003/12/16 
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Now you have completed the organization of 
positions and functions of your office. Ask 
yourself the following questions: 

■ 1. Have I eliminated all unnecessary work? 

2. Am 1 using the most efficient work 
methods and techniques? 

3. Does my organizational structure reflect 
the division of duties and lines of authority 
under which 1 plan to operate. 

4. Have I avoided unnecessary mixing of 
ILLEGIB high level and low level duties ! 

that require unrelated knowledges and 
skills? 

5. Do all my positions contain sufficient dutie 
to gainfully em.ploy the number of persons 

1 plan to assign to them? 

6. Have 1 eliminated all unnecessary positioi 
,-RDP^^oo 498 /^(j^o§§ogg^-^^jg 2 ^ Special assistants. 
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staff assistants, etc? ■ 

7. Does r.y organizational structure and 
position design provide for career 
development of employees? 

. 8. Have I organized the work in such a way 
that it will be challenging to employee's? 

9. Have I eliminated all small organizational 
elements? ; 

If you can answer yes to all these questions, you 
have achieved the objectives of POS IT I ON . 

MANAGEMENT. ; . . 
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01 C GRADE L EVEL MODUL A R EVALUATION COD^ 


Category .1 alone wtlere OIC contains all work modules - 
1 thru 5. 


= GS-11 


Cornbination^of^Catcgory^I^and modules In each 

• Category. ' ' ■ r : . ■ 


= Gs-n *■ 


rombination of Category I and III - . . 

Comprising a majority of the work modules in each 

Category. 


= GS-11 


rateaorv III alone where OIC contains all work modules, 

^ manages four (4) or more subordinate Telecomm Spec s, 
and supporting a sizeable U.S. Delegation engaged n 
very sensitive matters. 


= 6S-11 


Responsibility for Categories I. II, 

Comprising a majority of the work modules in each 

Category. 


= GS-12 


LEGEND (Reference OP/PHCO OIC Functional Check. Sheet) 

Category I - STAFF COMIiUNlCATIONS 
Category II - COVERT COPuMUNICATIONS 
Category III - SPECIAL COMMUNICATIONS SUPPORT 
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Category IV - OTHER 



COHflfiRITIil 






FACTOR T - J OB REQUIREMENTS 

Thia factor measures the level of knowledge and 
skillt required to perforttf the activities of the 
positiofv 

Knowledge is viewed as the range of information 
or understarvding of a subject or variety of sub- 
jects necessary to the function* Consideration 
Ls given to the amount of knowledge; in addition, 
consideration' is also given to the breadth of 
knowledge (various types required) and the deptl^ 
of knowledge (extert of both comprehensive and^ 
detailed understanding of a specific subject). 

The actual knowledge requirements are of singu- 
lar importance. Knowledge is viewed as the 
combined result of formal education, experience 
and training; how the knowledge is acquired is 
significant only if it serves to clarify the range 
or depth of the knowledge requirementa. 

Skills to be considered are those needed to apply 
acquired knowledge, or natural or developed 
abilities, to the activities and functions of the 
position. Examples of the kinds of akilla which 
might be required are; 

- Analytical skiHs, or the ability to define 
problems precisely and to identify and com- 
bine relevant facts objectively and in 
perspective, 

- Creativity, or the ability to develop or pro- 
duce new concepts, techniques or programa 
through imaginative or Innovative skilis. 

• Initiative, or the abUity to lake action with 
a minimum of prompting, 

- Judgment, or the ability to reach rapid and 


. FACTOR I I ■ DIFFICUI.TY OF WORK 

This factor mcasurea the complexity and diffi- 
culty of the assigned activities. In measuring 
the above elemenla, consideration is given to: 

« The scope and variety of activities mcasva-od 
in terms of the breadth of responsiblUties 
and the number of different types of programs, 

- The types and frequency of the problems en- 
countered and of the decisions necessary to 
resolve them. 

- The intensity of the demands on the position, 

• The extent to which the position la respon- 
sible for planning and policy formulation. 

• The magnitude of the assigned activities 
measured in terms of financial end manpower 
res pons ibilltles. 


FACTOR in • RESPONSIBILITY 

This factor measures the bripact of the result* _ 
of decisions and actions and the extent to which 
the position can influence or affect results. In 
evaluating impact, consideration should be 
given to: 

- The significance of results on the public, . 
the economy, and the management of the 
Government. 

- The magnitude of the position's Impact or 
influence on results. 

• The type of impact - whether direct or in- 
direct, 

• The extent of the position’s decision-making 
latitude or authority to act independently, 
and the ability to commit resources. 

Direct Impact is generally considered at ahlghe# 
level than indirect influence, and Influence or 
responsibility for results continuing over a long 
term la considered to be of a higher level than 
influerce or responsibility for near-term or one- 
time results. 


FACTOR IV • PERSONAE RELATIONSHIPS 

This factor measures the need for the ability to 
meet and deal effectively with people. In ana- 
lyzing positions on this factor, elements to bo 
considered Include the purpose arul frequency 
of the rclnlJonshipa and with whom the rela- 
tionships must be maintained. 

In measuring the relationships requirement* of 
a position, prime consideration 1* given to:. 

• The scope of the relationship* in term* of 
whether they ere confined to the immediate 
organization, the particular agency, or out- 
side orgonlza lions representing Government 
or privote business and industry, 

• The level of contacts, the extent of contro- 

. versy Involved, and the importance to the 

organization of having the required relatloo* 
ships estabUshod and maintained smoothly 
and effectively, 

• • The nature of the relatlonshlpe in terms of 

their effcct'on the success or falltve of the 
organization's programa. 

• Tho relative frequency of relationship* re- 
quiring interpretive aldlls. 


’ leadership , or the ability to plan and ceor- 
d inat e the activities of subordinates, 

■ Persuasiveness , or the ability to influence 
others to act favorably and the ability to 
maintain constructive relationship*. 

- Plannlnp; skill, or the ability to identify the 
steps n^essary to reach objectives and to 
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SUl^ERGRADE ADMINISTRATION - AN AI-T13I^ATIVE SUGGESTION 


In the continuing search for a bettor way to administer super- 
grades, the prime motivation always seems to be in general terms to 
provide "the manager" a greater degree of flexibility in the utilization 
of his executive manpower. In point of fact, with the "black duck" and 
"blue goose" rules in effect, the manager already has that flexibility 
because he can, and docs as his needs dictate, assign supergrades to 
non- supergrade positions and non- supergrade executive talent to super- 
grade positions. However, in the former case he has the problem of 
justifying or rejustifying this "apparent waste" of high level manpower 
and in the latter case he may have two problems: (1) why these non- 
sui^ergrade officers should be occupying supergrade positions when some 
supergrades are assigned to lower level ]X)sitions, and (2) why some 
of these non- supergrade officers should be given Mgher graded responsi- 
bilities when under the ceiling restrictions at any given point in time 
it is clear that they can not be rewarded with promotion. 

The following suggestion which might best be applied in the first 
instance, and on a trail basis of course, to overseas stations will not 
solve all supergrade administration problems. However, it might serve 
to "legitimize" what is currently being done under the "black duck 
blue goose" modus operand! and in so doing permit a greater flexibility 
in the utilization of executive talent. One basis for the proposed plan 
is the recognition that when one looks at salary levels that would be 
in effect were it not for the current "supergrade freeze," it is not 
unreasonable to ask whether all 6S-18 or GS-17 or GS-16 positions are 
really equal. Asked differently, is the position of Associate Director, 
for example, really worth no more than a subordinate division chief or 
office head position? Assuming there is a real difference both in terms 
of basic responsibilities and worth to the Agency and applying this 
reasoning to a "new look" at supergrade positions overseas, it is sug- 
gested that overseas stations be divided into a series of classes 
predicated on their worth to the Agency's overall mission and the level 
of executive talent needed to head their operations. 


Using the October 1974 pay scales "that might have been," a break- 
do^sTi of stations by class might reflect something like this: 


Class 1 Station - 
Class 2 Station - 
Class 3 Station - 
Class 4 Station - 
Class 5 Station - 
Class 6 Station - 


$44,000 to $46,336 
$40,000 to $43,900 
$36,000 to $39,900 
$32,000 to $35,900 
$28,000 to $31,900 
$26,000 to $28,900 




^ Y 

t ' ■ ’ ' . ' l -.r ' I 

Approved For Release 2003/12/16 : CIA-RDP79-00498A0b6366090007-2 


Recognizing that although "positions" under this scheme could be 
accorded "dollar value lijnits," the officers assigned -would still be 
"graded" under the General Schedule. Tliis would mean that the above 
noted Class I Station could accoTnmodate a senior GS-17 (GS-17, steps 
4 and 5) or a GS-18 as Chief and a Class 4 Station could be headed 
by a senior GS-14 CGS-14, steps 9 and 10), a middle level GS-15 
(GS-15, steps 4, 5, 6 or 7) or a junior GS-16 (GS-16, steps 1 and 2 ). 

For budgeting purposes a Station would be funded for one position 
at the top step of the highest and one position at the top step of the 
lowest grade of officer eligible for assignment mder the Station’s 
executive salary limits. In terms of actual assignments, the Cliief 
of Station could be an officer at any grade within the salary class 
and the Deputy would be assigned at one grade below that of the Chief. 

Under the terms of this plan, the DDO, with Comptroller concur- 
rence for budgetary purposes and DCI approval, would detennine the 
"class" of each overseas Station. (The same procedure would be used 
to change a Station's class as circumstances require.) To help ensure 
the desired uniformity and/or equity in the application of the "class 
system" contemplated and to provide a mechanism for overall Station 
staffing changes as circumstances dictate -the need for change in a 
Station’s class, it would be hoped that PMD, acting in concert 'witn 
the necessary elements of the DDO, could create appropriate staffing 
patterns and/or straight-line tables of organization for each class 
of Station. 

Tills suggested plan is obviously not the final answer to problems 
of supergrade administration. However, it would encourage a different 
and harder look at the worth - in terms of dollar value and contribution 
to the Agency's overall mission - of some positions; it would provide 
a greater degree of flexibili-ty^ - without the need for multiple oi 
continuing "justifications" - of officer assignment; and it would stimu- 
late a closer and more meaningful cooperation and understanding between 
tlie Office of Personnel and the operators in the creation of a more 
uniform and equitable evaluation of the staffing, in terms of nMbers, 
levels and skills, necessary to support the mission and responsibilities 
of, in the first instance, overseas installations. 
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APPENDia^S 
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A. History Highlights 1949 - 1974 

° Position Management 
° Position Classification 
° Administration of Supergrade Personnel 


B. Comparison of Executive Pay and Supergrade Positions in 
Selected Agencies 


c, C ornnarTson of Senior Positions and Incumbent Grades of the 


D. Comparison (Industry - Government - Agency) of Pay Scales in 
Computer Related Activities 


E. Trends in Federal Personnel Policies 


F. Comments of Federal Officials on Irqpact of Average Grade Controls 

G. Conjilation of Source Documents 
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1949-74 

Part I. Position Management Functions 
Part II. Position Classification Functions 
Part III. Administration of SuperGrade Personnel 
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Part I. Position Maria^i^emeat Functions > 1949-75 


Del‘iiution: 


Positioii is coiKcrncd with organizational structure, alignraont of functions, number of positi 
occupational levels required to cany out missions, ratio 0 / profess loinls to clerical, nimnber of superv 
or responsibilities. 


j^woxtions at different skill levels, 
supervisors to work force, overlapping 


1949 - 1961 


25X1 A 


prcparerbr'the^linc'’co.«m°d "hrsub:S?‘h°h''tho®MLa8e,lia^^ ^?uaf p^oSss®?J2“described by Col. Lawence K. 

V.liite during liis 26 July 1971 Intennew for tlie Oral History, iape 18. 

Tbe Agency grew so fust that people really nadc out their om T/O's and put dom what they wanted^^^There was not very much external pressure 
and no real authority witlun tlie Agency to control manpower. 


I as the head of it, that was 
ineir job was to decide on the 


supposed 'irdochf hormnrpcople^^^^ p Ihe phsonllel Office W IhritolgeinSnt “staff "would recom- 

-ilhhf -cLr.?d . JcLsifications^ Although the process 

was not too effective, we rocked along this way up to the McCone administration (1962). 

1961 - 1962 

was concerned with ceilings and strength, but not 1/0 s. 

!5X1A 


. p, • p T>,i-)n j or'^to iTe\sser'”de^rce'^tho Qiief of the CS Personnel Staff I [ Iti the DD/S8T, the DD 

kinnUT^ a? ^east in'?he dc^s li hud hheoL , entered WrorouSly into the position nmagement fmetiJat the time ot ckling allocations. Col L. 
K. wiue, L DOS and later L-Dir/Conrptroller e.xerciscd a strong and decisive role in disputed T/0 requests. 


SECRET 
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1965 - 1973 

C-i 13 J:'.nuavv 1965, the D13S that time Col 
tail rcsPOi-i.sibility for position management.^ At th 
he Class L fication and Wage Division (CWD) . Hie cui 
he or Oral llistoiy on 9 75. Tape 46. 

. . .c IQAI n iTi-ifus in the management fiuiction of the Agency, obviously a necessary function. 

The abolishv^ent of the i lanageiiKsnt Slc f ■ . had" current organizational information and was in a position to make changes in 

Since tl.e present PMCD was the only orgmizauon that PMCD. So in 1965 the title was changed to Position 

organization and did so . . . the logical ^ ' Division PMCD was never fonnally given the management function, xt was 

belLse it wasiecessary that it be done and PMCD did it. You can say the PMCD has 

a ’de facto' management iiuiction and not a ‘do jure one. 

1_973 - Ito. .E. Colby abolished the Ex-Dir position in Sept 1973 when he became the DCI, leaving tire D/Pers as the position management 
arbitl^r. 
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tl'.e 

the 


1965 - 1975 

C-., 2? .T;-.nvunT 1965, tlw Dffi (at tlmtJimo^Col. ,L. JJflnte)^^approvedtteJP^proposo^^ 

responsibility o ^ g I described the state o£ tiie function during an interview for 

Classification and Wage Division (Uffi). Tlie cunent Uuei, 1 iMcl),| | 

or Oral Histoiy on 9 Itiy 75. Tape 46. 

The abolistent of the Management Staff in 1=^ a hiatus in f poSionT^Sr^ti^f S'"’ 

Since the present PMCD was the onlyorganization that had cm rent organizational imu changed to Position 

organization md did so . . . PMCD ^vas never fonnally given the management function. It was 

h:w:;iTraLSe?"a^r;So™ras^ it was'necessary that it be done and PMCD did it. You can say the PMCD i>as 

a ' de facto ’ manageiTi>ent function and not a ’ de j ure ono . 

I 973 . Colby abolished the Bx-Dir position in Sept 1973 when he became the DCI, leaving the D/Pers as the position management 

arbiti«r. 


Approved For Release 200g/'j^/^6^ gl>;^RDP79-00498A000300090007-2 



n C R H 

Approved For Release 2003/12/16 : CIA-RDP79-00498A000300090007-2 

Part 11. Position Classification Fuiiction, ■l 949-75_ 


DoCinitioa: Position Clossiricntion aotonninos f ^ f pay^’ievef shoSd be'Tuuie/tlif Ue SStion'classificatiof pro|ss »ast 

;:';^cSo7hv‘;,l"tdr'»ul‘5«nt\loci^ m CIA., the l,olition classification fuiKtion has always been contralxzed sxnce 

a spociali'tcd divisioit of the central Office of Personnel. 

1949 - 1952 

-, 11 ...’ ^r- -inr:. rTA Art of 1949 the Agency was not required to follow the Classification 

' Act, a^ SrS issiSIs ff Classification Act within the Agency. CSC withdrew its representatxve . 


ralirSrancL.Tt pills/lTSe pay roles o£ the Classificatio^ oAobrr’s;;iIhc;h;e.;^ted,CIA and a November 

provided for other Agencies' . Tlie further confined the DCI's authority over Agency, position Classification md pay 

?oh?;rf tXSrSe pSle^of Act has never changed being restated as late as 19 ^.rch 1975 

iXIAin Agency Regulation| ]. Position Evaluation. ■ . M.ini.tration ^vith a 


1952 - 1955 • , ■ 

0« y..» of »*. . WO ft, tto OSCOPC io.oO W fo MSW o». -Moh -0. .ob.Oy happy. 

The cause was described by Agency historian, Ludwell Montagu. 

Another factor in OSO's antipathy f ^ ™s that 01« Khile OSO 

ordor^rreerSif OPc“ad S^Sef hrglrgr?aLs than were available in 0S6 for sitdlar work. Thus the auteurs in 
OPC were, generally, bettor paid than the professionals in OSO. 

<9 In June 19pj rrosnnnsible at °” tte'‘?SSSnrflare-Sp“S^mSt'S the criticism in a Doc 1973 IG 

report^as'being^infioxiblo ‘and Civil Service oriented. Said the IG; ^ ■ , n 

■ , , •■ T-^ i<A ni'^o agreed that the Civil Service V/age Scale is acceptable. 

W>!:t‘L'?eqdi«rrs°pcri:ap^^ exclukveiy to the requirements of CIA." 
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1954 


Oivectov of lVM-.onnol, George Meloo.i, Kho had aa extensive backgrototd in classification ^atter^ed_in^l_5 January memo to stem the- tide of 


i'i. ucoree Meiooii, wno iiau aa calcium — — r- 

criticism Khile deplorius tlie lack of luiderstanding among Agency components of the puriioses of classification: 

.\!iy proposal to revise tlie Agency's current classification system should receive very careful consideration^m 


relation to the teclmical 
was 
its 
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1 jlssionracnt was issued authorizing the temporary assignment of employees to positions of higher or 

_ ra -. n'/r\ ,.nc aicn n ntrorli irftfi allowinff doublc slotting iH Certain designated positions \n Ci 




lield, to meet ope 
were not one of a kind 




ack Duck' aiid 'Blue Goose' i.md other rare birds flew into the Agency's adjtinistrative vocabulary. 


1955 

25 February 

7 March ^ 

Director of Personnel named.a Task Perce ohaired^by ^th^ 

cons1deShoroXT;uch a sylGm would effect tlic operational side of ‘the house. It's deliberations were to consume more than two years aithougn 
p^ecHefl adopkrof s«,ie roco.mr.endntions took place in the interim through normal personnel channels. 


28 Marcli 
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■nie DDP Frank Wimior, sent a Memo to the KI in response to the I.G.'s ten point progratn for improving CIA personnel management . Tne ^!emo which 
is quoted in part below dealt a detitli blow to position management and classification as practiced to date: 

From our point of view our greatest-single handicap, apart from majiager.lal inexiierletice whicli is slowly being remedied, is the rigidity of Ae 

null oui p ^ in imv ciiiaTp rnmnoTifint U the maintenance oi the overall ceiling; it cannou be v/iJi 

slotting system, ihe 

tlic precise, permanent 

affixed but^out-of-date T/0^^'e are forced ’into compromises whidi ovenvork manpower in one place and wa^te it in another and altogether 
a tixca ou Clnndostino Services is flexibility witliin a total strength figure, so that slots can be shifted as the need dianges. 

- - - ... • • — 1 — .14.,. 1 ,^ o., -I'lmrtinn nnt an administrative. It should be witnin tlie po\\er 

ceilings allotted to him. 
rove our personnel management, 

in assignments, in career development, even in initial recruitment. 



July 

To end the Classification and Wage stigma, tlie Director of Personnel changed the name to Position Evaluation Division, 
last three years. 

1956 


PED as a title was to 


May . ' ' ■ 

Factor comparison job evaluation plan for suporgrade positions was' developed by Offl at the request of tire DDS. Chief/aVD had '‘^sumed the 
responsibility fh maintaining records, ceiling, classification and studies on supergrade positions as directed by the DDS in 1952. Pilot pioject 
to establish an Agency mimpower control system was undertaken in the office of communications. 


25X1A 


November 


]comiDetitivc Promotion approved 

from ajTiong his peers. Introduced at a time < _ . . 

were in grade less than tv.'o years - and was of in-estimable value in bringing _ _ 

seventeen years. Ihc policy was, in theoiy at least, diametrically opposed to the prancipl' 
Personal Rank Assignment n'RA") . 



ai'id practices of the Classification Act by permi'tting 
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1957 ■ 

Despite m.'iny ’pressures for choji^e, the Career Council at its 42nd meeting agreed that three personnel activities should remain centralized; 
clossilMcation, recruitment, and personnel records. 

May 

Standards Branch of uhat was then called tlie Position Evaluation Division (PED) OP, was abolished and functions and personnel transferred to 
the operating brandies of PED. During its five year life, this Branch established the Occupational Handbook of Codes and Titles within the Civil 
Service Sdicmatic Outline, and developed standards and qualification requirements for many Agency overt positions. However, the detailed question- 
naire developed for operations officers positions, which attempted to weight the various aspects of the jobs (PP, PM, FI, CA, Cl, CE) with respect 
to importance and degree of difficulty was not successful. Tlierc was, it seemed, even less agreement among the DDP officials than there was anong 
^ tlie classifiers. Tlie standards effort was abandoned due to the impossibility of obtaining co-ordination and approvals.. The standards and patterns 
were used internally by PED in its evaluations. 

At its 43rd Meeting the Career Coiuicil voted unanimously to implement 'the Agenq^ Manpower Control System. During tlie previous year of tlie 
pilot project in tlie Office of CoiiuiLuiications OP/PED endeavored to turn the CSSA into a complete planning document. Under this concept, the Head 
of the Career Service would, before tlie beginning of the fiscal year and in co •-ordination with the budget process, plan the outer limits by grade 
ajid nunber of positions and personnel requirements of his career service in a two way exchange with PED/OP. 

25X9 A position niunbering system to nerjiii t automatic slotting of personnel on revised T/O's was accomplished to facilitate computation of the CSSA, 

and to cut doun on tlie approximately! j personnel actions required in FY'56 by reason of T/0 clianges. 

June 

In order to cut dowi on time spent in reviewing individual positions, the C/PED proposed and the DDS approved the installation of staiidards 
based on the grade attraction theoiy for all Agency secretarial positions. This system related the grade of the secretaiy to the grade and 
. organizational level of tlie supervisor, sometimes called the ’Gal Friday’ system. 

1958 

March 


Ihe Dlrecto]' of Persoanel (Gordon Stcwartl obtained Couicil approval for a new Av;eiu:y Compensation Plan developed by Position Evaluation 
Division, OP designed lo remedy tlic deficiencies of the Civil Service structure. Tiic t’Uin reduced all grades above GS-07 to five witli exte.idod 
salary ranges in each and provision for merit increases. The Uhite House liked it but the Plan' had little or no support in the Civil vService 
Commission and tlie hiircau of the Budget. Many of the provisions were adopted in the Salary Rofonii Act of 1962, 


SECRET 

Approved For Release 2003/12/16 : CIA-RDP79-00498A000300090007-2 



Approved For Release 20(?3/i2?1^:%lI-RDP79-00498A000300090007-2 

25X1A 


Juiic 1958 


25X9 




Rolilcctine liis rication philosophy away (Torn indlv. i final a c ^ _ 

nation Division to Salary ajid Wage Division (ShD) . C/ShT) |__1 cut nis 1/0 from 


ictibns toward ove r -all cont rols, D/Pers approved the name diange from Position 


] positions. 


25X1 A 


November 


CSV 

ces 

co: 

er 


1 -rn vpars after it was int-rnDnr pd into the Office of Communications on a pilot basis, the Agency^s Manpower Control System was fomaily 
^ nf \apnrv Rogr I Ceiling and Position Autnorization. Air.ong the several aspects of 

idcnhf b)' the C l areer Service designatJ d to fill them. Staffing Complement and Development 

1:.^, the cs&\ also a Planning Paper for the coming year which was a listing of positions oy occupational code md tiUe, sen ice 
‘ ‘ 1 -i lii-ni -TiPY-ihip nn'^Ttloiis For the ■orenaration of the CSSA the Director of Personnel was to furnish the 

t'bnFwithlhf pLlt'ionr‘ai:f oSinIzih'riev:?". ctehSl/edTSe Planning Paper, number of designees to the Career Sendee by 
grade distribution of development complement spaces, average attrition by grade, average promotion by grade. 


25X1A 


1959 


February 


tablished average grade controls for the Career Services requiring the component to lower a g^ade if it 
-i-liP result of several C/Sm memos to D/Pers about the ever increasing grade levels in proposed T/0_s_; and 


CIA Notice fPersoimoll I I cs ^ ^ ^ ^ n/n 

wanted to raise a Bureau af^thc^Budget^ °lhe°principlc followed was that no increase in average grade would be permitted without the 

peimisriorol ?hrDD7u'4n! “ until the Bureau of the Budget got into the picture in 1964. . 

25X1 A 


25X1 A 


November 

A Manpower Control Prognmi for the Clandestine Services, 6 November 1959, E 


Is fmnous report on the age- grade hump among' CS officers, 

• £q^ 


^ ^ n/Ppr^rstewartl Ih^ Report liad more to do with people than with positions but sought to establish an optimum cun^e lor bO' 

fe?r;!ment"polic7i^d specificS^y^for^^ werfSi ached^thhe Report. 


December 
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1961 


June 


Numerous acli innistra tive obstacles, includiiig Staffing Authorizaiton [CSSA) and other raodif- 

IZZI to pvoposo^tne ^bexy ™s Fi«vlhi. T/0 and the Career Service Grade 


SrintroJGcea-so hope^Uy in 19S8. 
Authorization (CSGy\) Khicli set outer limits on number of promotions. 

1962 
August 


?5X1A 


I 1 Mxxnagemcnt of SuperGrade Positions/Personnel abolished the SuperGrade Review Board and transferred the co-ordination responsibility for 

all supergraHe positions to the Director of Personnel. 25X9 

DCI advised the D/BOB of his approval of[^Agcn^ of S^iort of thnijor divisiofanff fa iA ovf f f f tatiof fkey pf itionfin tlxe Office 
the aiiefs of major branches in the DDP group, the Chiefs °C Sin Jp ^e,,io drew a cold response, "Tliis '90 percent increase in your existing^ 

of Conmunications , senior positions in tlie Director,t ■ » • u,-[aoconoahied by any supporting date or analysis." Eventually the matter 

Sjufic°aLrofSfbasS"'ff xffexfedfg f figArfof 

wf ordered by the DOS to '-develop supporting data forV^cision already made. 


25X9 


October 


S.l„y wo™ Aot .( 19M ,l„.d by ProsM.nb .My. B,..bli.bg Mgb.r Wol, for Bx.obtl,.. 1. c«.on«.c. -M, M™.! 

executive pay practices, extended in-grade promotions, provided tor merit increases. 

1964 

April - May June 

DCI requested by tlie Deputy Director of '^1'®.“'^,''° fdoffpf te fef if WW™ fif cf oHrt Lfto fXfto tiie D/Pers 

above, and to maintain average grade. Latter rising f 1 tte Afiefio fxf r f e fewre grade of positions to that of a year ago. Despite a letter 

classification .would have to be 

compensated by downward. 
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August 1964 

„ A-u oa-l-a.! pi.«o . «ai.A >“5“ g'^?.s'pS.SirMgfp«« £is:;^?rs4. 

g;sv"Lftr;“”«=s ss?! “.«k sSirr.id » i. A=..i„i«A » owcti.... 

1965 

Jaiiuary 

T A. yvar^nrvtc nn^^ifion classification prograin with Staff responsibilities over position mnagejent, a 

d-- ftoagcmoh Staff in 1961. As a result of this approval the salary and wage .nxssion was broadene 

i.unci:ion iwuui_ iiuu u x, — nr^,-i nivision. 25X9 


^d‘'thrn^e chhged to Position Management and Compe.xsation Division. 


25X9 


November 


A ceiling o.fQ positions in the Executive Pay. Supergrade and Scientific Pay Positions was adopted with incttabency limited to □ 

1966 


, 1 . ^ rtP Port;nnnpl with the Position Management and Compensation Division placed imdei the newly 

created SpSty Dfrfc^orhr\’irnnir-dts“a“dx P P 6 R) , changed in 1968 , tc Deputy Director for Planning and Control. (DD/Per s/PeC; ^ 


25X9 


1967 

July 


.nnm ^ i- . CP r rni iina o£ I I Atiencv was advised tlmt in the future the annual review was no longer to be considered. 
Bureau of the Budget (BOB) agieed to a S.G. veiling II V ^ pp^ budget cycle. 

In the future, said BOB, S.G. position and ceiling weie to included in tne i y ^ / 


25X1 A 


1969 


— labolisldcd '-1,0 I’roioct Review Conmittoe which had reviewed the establishment of cl.mdestine Projects. Tne long established responsibility 
S P?odejt:.o- to review Ihe proposed T/0 in tom, is of tiie soundness of position structure and grades c 


of 'IikI j 1 ■wvjv.v.'. ... . -. . . - ^ 

review of existing projects as changes occurred. 


or salai'ics \\^ss continued as v'as the 


Approved For Release 2003/12/16 : CIA-RDP79-00498A000300090007-2 

SECRET 



S E C R B T 

Approved For Release 2003/12/16 : CIA-RDP79-00498A000300090007-2 



1971 


August 


nie Administration (0MB) ordered a five the mrectorof PeLomiel . Tnese 

h roll back in average grade in >h',2 and a. ^ and separating hundreds of Biployees. As a result the Of rice 

„.rablished the difficulty of meeting to ae'eompUsh the five percek Wtion in tvo fiscal years. 


tenth , 

studies established the difficulty 
of Management and Budget (0MB) successor to 


1975 

March 


25X9 


In addition to normal attrition, son 


The program of cutbacks, tl'e so-called^Sdilcssui^r^S^^^^^^ formaUy ^announced changes involving average gi' 


eraoloyees would be declared surplus excess to Agency roiiuircments in • ,,lv 

restrictions, which, because of the pressure ol time, could not be made simultaneously. 


! graue 


July 

iSjiSl « »lu p«,fo».,.CP in th. sp,=«i.d mo of por,o«„l nn.f.«nt. U..,iEi- 

ation of positions was not included. 
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25X1 A 


1974 

April 


25X1 A 


rraiilovee Bulletin No. 397 announced the prositt:. of ' Neu- Annroache s to Perso nnel Manageraont." Classification was not mentioned specifically in the 
si.xtecu point program 'llie new statement of AgoiiQ- yersoBnc.l policy in | I did include tlie reference to 'adherence to Federal personnel policies 

aiid statutory requirements applicable to Agency activities. 

I bmouncod tlie Letters of Instmctior. noliev, P.nch employee was to be given a letter covering the requirements of his job as a means of 

impro hng two way communication between employee. and supervisor. Questions were raised concem^g the relationship of LOI's to official position 
descriptions and^were answered by pointing out tliat the i.0I docs not cover the full range of duties but establishes selected priority objectives. Joo 
descriptions would be continued. 
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Part III. SuporGrade Administration, 1952-75 


Pcliinitiou: Supergmao iRljnLnistratioa includes the staff function of classifying positions , 

■ ncbiiinlstering ceiling allocations and Personnel .\ssignmcnts , and reporting. 


preparing reconmendations for the DCI on promotions, 


25X9 


1952 


and 


l■•al■lv in 1952 witli a supovgrade ceiling of|~l the Assistant Deputy Director for AdniinisU-ation (A/DDA) then Colonel White, sugpsted 
Cl approved - the basic polih of subjecting Wcrgrade i»sitions to -U the_procedures^applyrn^ Msf i"l9'52,“he1/plrs .-as 

maintain comparability with 
^responsible to him and to tlie 



o£ Personnel for 


Pliinning and Control in 1970. 


25X9 


1954 


In January 1954 the Personnel Office was moved from its position under the Deputy , Director of Administration (DDA) where it had been lodged 
alone with the Office of Security, the Comptrollers Staff and otlier offices concernea with management matters, to the Office of the DCI wheie ^ 
a'islned fpLition similar to that of tlie Office of Training. General Cabell, the DDCI, hoped to give more personal attention taan previous DKIs 
?o nersoliel mnaLLnt including suporgradcs and felt tliat the move would make direct communications and supeivision easier. The arrangement, .o 
which the powerful A/DDA Col. White was bitterly opposed, did not work. It only lasped one year after which the Office of Personnel and an 
Commo were all placed under tlie newly constituted DDS witli L. K. V.'hite as the DDS. 

During this period, tlio SuporGrade Review Board, chaired by General Cabell, introduced the concept of temporar>' promotions _ for supergrades 
As time went on, it was foiuid that anybody wlio ever got a temporaiy promotion was never reduced so it became a meaningless exercise and was event- 
ually dropped. 

1955 , 

•nic Office of Personnel, sijcci finally, tlio Cliief, Classification and Wage Division obtained approval for the factor -comparison 
classifying sipergrado jobs, ikidi served for almost a decade to provide a rationale for establishing supergrade positions both internally but mo.e 
iiTtportJint with the Burenu ol' tlic Budget. 


25X9 
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25X9 


1962 


In 1962, with a 5 upcn;nKlc ceiling of] |and with Agency si'rength In 
‘;u-'ev‘’r;klo' explosion. TIk- d irecto r of PersWd, rc-pondijig to deni 

for approval bv the DCIT soi:*'e| ^upergrade allocations. The por,tLMms re 
and certain overseas stations, tnc Cliicfs of major branches i.n tlu' 


holding at around tlic| |, there cccured what tlie OP 

demands from tlic DDS and less strong demands from the DDP and tlie DDi, suomitted 
■ecomj-nended for up-grading included the Cliiefs of Support of the major divisions 
M'n' area divisions, key positions in the Office of Communications, senior positions 
;;^:.niV nM\'>^p n'ch There were a number of forces at work whlcii were beyond the control of the Classification and Wage Division and the D/Pers. 
in tho J.n^toi^a .0 01 kc^uudu Uturing for a decade or more. 1962 Task Force on Persoiriel .Nonage- 

thc^ioor morile and diLatisfaction flAlowinv the 701 program and the Bay of Pigs fiasco could be offset by opening up promotion so as to 
Skik the blocklill^ Si thf U.r life cLmdisiine SorvicosV v.-hicl, i,;.d bten slighted in the original allocation of si^ergrade posxtions .-ere anxious lO 
bring tlieir grades up to the level of the foreign Service which hati many PSOl and 2 positions - - equivalent to super grades. 


[he proposal caused cons ternat ion in the Bureau of the budget wiii.cn 
along - Robert Movy was Chief of the Inti Div, but only to a pro-rated increase over three years. 

August 


at first refused to believe that the DCI had approved it. Eventually they went 


25X1 A 


[], Management of SuperGrade Personnel, dated 31 


25X1 A 


;"S6irSi”.’ZiSiS*£ l&Tiuy a; .u .w- «««• «> «»• 

“lin a 1971 interview for the Oral History,, ’was the end of previous attempts to get the nimiber of 
unDCOii cciuallzed which has lead to difficulties with the incumbents. Everyone_ sitting in Position 


August , 

Personnel, where it lias since remained. 


'One consequence of the expansion,’ said 


positions. ’The dicapening of tiio grade structure, he said, which dods-rfot occur at superg 


positions. . „ - 

15 - in tlie long run leads to morale problems. IVe must try to give our 
them pay promotions and status promotions.' 

25X9 


, iiwo supergrade level only - we have some middle grade levels, 11, 12, _ 

L- people work promotions and responsibility promotions at the sajne time tliat we give 

25X9 

1969 


Director of Personnel retained his supportive role in tlie adjninistration of these positions. 


exercising 
Tlie 


S f C R E T 
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1 975 

nio ?o calloJ Schlossiiiucv Slash reduced tho agency streii|;tl\ in’ ovor|^^ in one year. 
Ilai'iy I’isher, during livis ’peiiod. 


Ti\e cuts were not taken proportionately as described by 


To control this to some extent, I was bacxed up by 


■Ihovo Ka. a tonaoacy ^ yf nua^or o£ 12’s and 13's to offset tite 4's 


25X9 



<nocKC(.i CO cina uuc wuac mu .-i i ^ ^ i 

celling tiiat we had lor promotion, and we did dcspLlio tnc wads tio<a eveiyDody. 
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1975 

'Hie so called Schlosslngcr Slasli reduced the agency strong tli by over in one year. The cuts were not taken proportionately as described by 
Hariy Fisher, D/Pers during this period. _ * ^ 

Tliere was a tendency on the part of components to take their cuts at the veiy lowest levels. To control this to some extent, I was backed up by 
Colonel Uhitc in insisting tliat cuts be taken at the average grade. This did tend to require a balancing number of 12 's and 13 's to offset the 4‘s 
and 5's. I must acini t however tlwit very few of tlic supergradc positons were cut at that time which sort of brings me to the supergrade problem. I 
ocYdised to' deal with that problem both witli Col Wliite and later with Bill Colby. It always bothered me that we had significantly larger number of super- 
grade posions than we liad ceiling for nromoti on from the Offic e of Management and Budget (OMB) . This created a false sense of the number of supergrade 
positions. T]\ere were always of the order oCl I supergrade iiositions on the books which would never have supergrade occupants, because 

tl^e ceiling for promotion which was controlled by 0MB, was at a lov.-er Cigure. This meant you had unhappy GS-15's in these supergrade positions. Tney . 
did not realize that there was no ceilings available for promotion. This overage carried oh, despite my objection, through Col. White's regime. His 
feeling was that if you always luid additional supergrade positions bn the books, you could argue with 0MB that you needed the ceiling to accommodate tliem. 
Col. White and the Director took tl\e position, and I guess icgall>' t:hey were right, that the Director of Personnel could establish his own grade levels and 
0MB* did not argue with lum on tliat point. Therefore as a matter of Wage and Class, we could say these jobs are supergrade positions. OMB's response was, 
'fine, you may do that but we say tliat you can only liave this number oC supergrade ceiling.' So isre lived in this kind of fantasy for a while. Shortly 
aftcr’Bill Colby came in (as Executive Director after Col. IVliite’s retirement in 1972] I was able to convince him -- as a matter of fact he was almost 
shocked to find out what tlie situation was -- tliat, althgugh it might hurt, really we would be better off abolishing all. supergrade positions above the 
ceiling that we had for promotion, and we did despite the wails from everybody. 

1974 

December : 


Proposal by DDA (John F. Blake) circulated to Comptroller and Di.rector of Personnel which would decentralize authority for supergrade position and 
personnel actions to the Deputy Directors. The Comptroller as well as the Director of Personnel would be given a supportive role. The Director of 
Central Intelligence would be involved only in an annual review and allocation. 

1975 

July 

D/Pers names a study group composed of retired officers chaired by a non-personnel type to review position management and classification functions 
in the Agency and make rccoiiimcndatlons. 
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Average SalajiV^proved For 
Paid by Industry 
In Wash D.C. 

And G$ Equiv. 


: CIA-RDI 

Paid by Industry 
In Wash D.C. 

And GS Equiv. 


Highest Salary 
10007-2 5 y Government 

In Cities Such As DC, In Cities Such As DC, 
Chi cago , Dayton ,DetrQi t Chi cage ^ Davton . Detroi t . 


CIA 

Average 

.Salary 


Dept y.anaqement 


Manager 

33,678.00 

15^5 

42,166.00 

18 + 

Asst Manager 

29,323.00 

14-6 

36,709.00 

18 + 

Technical Assistant 

25,630.00 

14-1 

32,024.00 

15-4 

Coordinator 

22,764.00 

13-2 

28,835.00 

14-5 

Scheduler 

15,929.00 

11-2 

18,520.00 

12-1 


Combined Systems Analysis 





And Applications Programming 

■ 




Manager 

23,426.00 

13-3 

27,284.00 

14-3 

Lead Analyst/Programmer . 

18,961.00 

12-2 

22,113.00 

13-2 

Senior Analyst/ Programmer 

■ 16,645.00 

11-3 

19,347.00 

12-3 

Analyst/Programmer A 

15,709.00 

10-4 

18,244.00 

11-7' 

Analyst/Programmer B 

13,559.00 

9-3 

15,764.00 

10-4 

Analyst/Programmer C 

11,905.00 

8-1 

13,890.00 

9-3 


32,465.00 

■15-4 

38,057.00 

18 + 

36,000.00 

GS-18 

28,221.00 

14-4, 

32,796.00 

15-4 

36,000.00 

GS-17 

24,693.00 

13-5 

28,662.00 

14-5 



21,184.00 

12-6 

24,859.00 

13-5 



14,276.00 

10-1 • 

16,536.00 

11-3 




28,331.00 

14-4 

30,260.00 

15-2 

34,892.00 

15/17 

22,929.00 

13-2 

24,528.00 

13-5 

28,993.00 

14-5 

20,118.00 

12-4 

21 ,496.00 

13-1 

22,823.00 

■12/13 

18,961.00 

12-1 

20,229.00 

12-4 

20,923.00 

12-5 

16,425.00 

11-3 

17,528.00 

11-5 

17,545.00 

11-5 

14,441.00 

10-2 

15,433.00 

10-4 

14,553.00 

9-5 
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21 ,000.00 


23,646.00 

13-4 

23,591.00 

18.244.00 

n -7 

20,556.00 

1.2-4 

20,504:00 

16.976.00 

n -4 ‘ 

19,181.00 

12-2 

19,071.00 

14,864.00 

10-3 

16,811.00 

11-3 

16,701.00 

13,228.00 

9-2 

14,882.00 

10-3 

14,827.00 

12,181.00 

8-3 

13,669.00 

9-3 

13,669.00 


22,268.00 

13-2 

32,190.00 

15-3 . 

20.890.00 

19,402.00 ■ 

12-3 

28,000.00 

14-4 

18,189.00 

16,921.00 

11-4 

24.473.00 

13-5 

15,874.00 

14,937.00 

10-3 

21,551.00 

12-6 

14,000.00 

12,898,00 

9-1 

18,630.00 

12-1 

12,126.00 

11,354.00 

7-3 

16,425.00 

11-3 

10,638.00 


13-4 

25,410.00 

14-1 

36,000.00 

16-2 

12-4 

22,103.00 

13-2 

30,000.00 

14/15 

12-2 

20,614.00 

12-5 

24,000.00 

13-5 

11-3 

18,024.00 

12-1 

20,923.00 

12-5 

10-2 . 

15,484.00 

11-1 

17,545.00 

11-5 

9-3 

14,717.00 

10-2 

14,553.00 

9-5 


12-4 

25,906.00 

14-2 

NONE 


11-6 

22,544.00 

13-2 

NONE 


11-1 

19,677.00 

12-3 

24,724.00 

13-5 

10-1 

17,362.00 

11-4 

20,923.00 

12-5 

8-3 

14,992.00 

10-3 

17,545.00 

11-5 

7-1 

13,173.00 

9-2 

14,553.00 

9-5 
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Paid by Industry Paid by Industry Paid by Government 

In Wash D.C. In Wash D.C. In Cities Such As DC, 

And GS Equiv, And GS Eguiv. Chicago , Dayton, Detroit . 


Highest Salary 
Paid by Government 
In Cities Such As DC, 
Chicago, Dayton, Detroit 


CIA 

Average 

Salary 


Computer Operations 
Manager 

Lead Computer Operator 
Senior Computer Operator 
Computer Operator A 
Computer Operator B 
Computer Operator C 


Tab Operations 
Supervisor 
Lead Tab Oper 
Tab Operator A 
Tab Operator B 
Tab Operator C 


16,681.00 

11-3 

23,040. 00 

13-3 

18,520.00 

13,559.00 

9-3 

18,906.00 

12-2 

15,158.00 

11,079.00 

7-8 

15,433.00 

n-1 

12,402.00 

10,816.00 

7-2 

13,559.00 

9-3 

10,913.00 

8,598.00 

5-1 

11,961.00 

7-5 

9,590.00 

7,606.00 

4-1 

10,583.00 

7-1 

8,488.00 


13,173.00 

9-2 

16,039.00 

10-5 

14,276.00 

10,803.00 

7-2 

13,173.00 

8-5 

11,685.00 

9,480.00 

6-1 

. 11,520.00 

7-4 

10,252.00 

8,268.00 

4-3 

10,086.00 

6-3 

7,992.00 

7,330.00 

3-4 

8,984.00 

5-3 

7,551.00 


12-1 

25,024.00 

13-4 

28,993.00 

14-5 

11-1 

20,559.00 

12-4 

20,923.00 

12-5 

8-3 

16,756.00 

11-3 

14,553.00 

9-5 

7-2 

14,772.00 

10-2 

13,192.00 

8-5 

6-2 ■ 

13,008.00 

9-1 

11,924.00 

7-5 

5-2 

11,464.00 

8-1 

10,737.00 

6-5 


10 -T 

16,811.00 

11-1 

14,553.00 

9-5 

8-1 

13,780.00 

9-3 



6-3 

12.071.00 

8-2 

11,924.00 

7-5 

4-2 

10,583.00 

7-1 

9,632.00 

5-5 

4-1 

9,370.00 

6-1 
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Supervisor 

Lead Keypunch Oper 

Keypunch Operator A 


Keypunch Operator B 
Keypunch Operator C 


11 . 630.00 7-5 

10 . 706.00 6-5 

8 . 488.00 5-1 

7 . 922.00 4-1 

7 . 055.00 3-2 


16 . 315.00 11-3 

13 . 559.00 9-3 

11 . 905.00 7-5 

11 . 079.00 6-6 

9 , 921.00 6-2 


11 , 520.00 

7-4 

9 , 535,00 

6-1 

8 , 433.00 ■ 

■" 5 rl 

7 , 827.00 

4-1 

7 , 000.00 

3-2 


14 . 386.00 9-5 

11 . 961.00 8-1 

10 . 472.00 7-1 

9 . 756.00 6-1 

8 . 764.00 5-1 


11 , 924.00 7-5 

10 , 737.00 6-5 

9 . 632.00 5-5 

8 . 608.00 4-5 
NONE 


Tape Librarian 


8 , 929.00 5-2 10 , 472.00 7-1 


9 , 039.00 5-3 11 , 189.00 7-3 


11 , 924.00 ' 7-5 
9 , 632.00 5-5 
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25 August 1975 


SUBJECT : Trends in Federal Personnel Policies 

REFERENCES Attached Listing 


1. Three of the major trends, v;hich can be gathered from official 
directives and instructions, are: 

a. Concern Over Rising Personnel Costs : This Presidential theme 
IS repeated in both Office of Management and Budget (0MB) and 
Civil Service Commission (CSC) publications. 0MB would take 
strong steps such as average grade control, promotion freeze, 
reduction of number of U.L. and SG's. The Civil Service 
Commission, through its Chairman, Mr. Hampton, has takena 

• stand against government wide controls as counterproductive. 
Instead he advocates, and he seems to have the upper hand at 
this' time, good management practices to end the grade creep 
and achieve better utilization of personnel. A revitalized 
position ma n agement and cl assification program, ba sed on new 
CSC s tandards is the Commission's main weapon . CSC calls on 
the Personnel Directors to assert themselves and 'get the show 
on the road' in their Agencies. CSC also wants Agency Heads 
or their immediate Deputies to participate. The Navy 
Department has already moved to install the new standards which 
means a wholesale downgrading of secretarial positions, and to 
■ • pull back to the Secretary level, authority to allocate all 

GS-15 positions. CSC must report progress to the President 
■ ' periodically. (CIA responded to the CSC inquiry by stating on 
28 Apr 75 that it had reported the results of its specific 
action relating to’ more cost effective personnel management 
directly, to 0MB, Mr. Lynn.) 

b. Insuring the In tegrity of th e Merit System : This post Water- 
Gate theme is propounded by the CSC in several parts, one of 
which is entitled. Insuring the Integrity of the Position Man- 
agement and Classification System, calling for a certification 
by the supervisor of the job sheet. 
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c. Review of the Department or A ge ncy Personnel Management 
System: The CSC wants the Agency Head to take a look at 
the entire personnel management system once a year at least. 

(This requirement is very similar to the DCI's review of the 
Annual Personnel Plan in this Agency except that the APP 
does not have position management and classification as one 
of its coverages.' Instead it takes the Career Service 
Grade authorization as a reference point.) 

2 . In the writer's opinion, if the CSC 'reform from within' approach 
does not succeed in stopping the rise of personnel costs, then the 
0MB will step in with government wide controls on grade ratios,, 
average grade and promotions. The CSC looks to the Personnel Direc- 
tors to accomplish the mission. The 0MB would probably look to the 
Comptrollers. < 

I STATINTL 


ATT 



Approved For Release 200 


AD?^li'^i6niATi(£ 

^^;*^;A-RpRf9-Q0f98»000300090007-2 




> 


« 


Appr6ved For Releat 



Subject: Current Trends in Federal Personnel M^afpnenf 


Ref: 1 . 9 Q ct 69 F^M S-unpT eTnent 990-1. also 11-109 Inst 88 
15 Dec 69; Responsibilities fo,r Assuring Effective 
MffiTg"eni*nt of Personnel Resources. Review of Personnel 
Managowent Programs by Agency Hoads, ' 

2, 5 Aug '71; 0MB Bulletin Ho 72-4 of 5 Aug 71 to Hoads of 
Executive beportinents and Agencies. Subject; Control of 
Grade Escalation in the Genoral Schedule . (Plan to reduce 
’ l/lO by end of FY’72 and l/lS by end of PY*73) (CIA 
by roclnma. sought and received exemption) 

• 

22 Jen 7:5; CSC Bulletin No. 250-1 Subject; Revie^ j^of 
■ Agency System for Evalu ation of Personnel Ma n^jv^enJ;^ 

TJSIT concern to establish the role of the Personnel 
Director in formulating and implementing personnel 
policies. CSC set up Bureau to review the Agencies 
* performance, CIA not included in Agencies from which 
reprts were requested. 

4, 10 May 75; Salary Adminis trstion in Private Industry. 

• - A review .by the Position Mana.gment and Compensation 

'Diyi3ion(PMGD)0P of the annual American Managment 
Association survey of the sub js ct revealed that most 
• industrial corporations used a centra3.ized system 
pr were moving in that direction. 


5. 7. Nov 74; CSC Bullet in No 250-5 Subject; In suring the 
integrity of the Merit System . Section IV deals vTith 
riitegrity in Pos’i ’■.ion Manajment and Classification and 
advises federal Personnle Director s that they should 
assert themselves more aggressively. 


• 6;- 25 Nov 74; Federal News (a private publication) reports 
that CSC Comir.is s ioner Hampton had stop)^ move by the 
'administration to freeze promotions stating that tough 
" job .classification standards will r esult in lower 
grades*. • 


• 7. 7 Feb 75; OMB Allowance Letters and CSC Chairman Hampt on 
7 Feb 75 I'emorandxim to Department and Agency Heads 
emphasized the President’s deep concern for rising 
personnel costs in the Federal government. In one past 
ten years for a relatively stable work force personnel 
costs have doubled more than doubled to 40 billion 
dollars. The President agreed to Chairman Hamptons 
proposal that increased attention be given to good 
managment practises to keep cost in line and avoid the 
disadvantages of arbitrary controls .( Average salary 
in C/A v/as‘^'?5'^^coin 1964 and'^/^^ V in 1974.') 
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ft- 10 Auril 75: CSC Bulletin 250-6 10 April 75 Subject: CostRe-- _ 
dT^SW^wTiiribrsonnel Mana^unent Set-up 

a Report Outline which the Agencies were to Follow, including 
personnel mnnogement initiatives taken to reduce personnel 
costs in FY»75 and plans for Ff'76. Five areas were prescribed. 

Work “othodsjFrnctisos, and Pi’oductlvlty Enhancement. 

Position Kanngmcnt and Classification. 
i!anpower Planning and Staffing- 
. Employee Dovelopmcnt. 

Incentive Systems.. ’ , . ^ „++*-n-Hr>n 

The I^esident, .-nid Hampton, urges that increased attention 

' bo givon to good F.anagment prnettvses to keep costs ...n no a 
avoid disadvantages of ^across the bninH board Govornmont \ii 6 
conti'ols, 

Q oft /.nril 75:' Memo to Mr Hamuton from CIA J 2 M_^ljBk^iLr^ar^ 

to moro cost effective pei'Co^rJl inanagment dlroctiy 
to Mr Lynti^ Director, Olffl. 

I 

10. A series of articles by_ArciLPaj^._ a Director^ ^ ^^ nse j^L£nd_Cp. 
and Chaii’man'^rtWresidential Corjr.ission on Executive, 

Legislative and' Judicial Salaries was most critical of the 
•■Federal Classification System. Two points were: 

•■ ■ ■• A more effective system would result from involving 

the lino or functional mamagers in the evaluation 
' ' . " decisions and having ooneone neutral monitor changes ^ 

in Job values. This would require a major overnaul 
■' -of the present system, but it vm>uld sharply reduce the 

• upward float of positions in ythe structure oy -strcii^t-.en.Ji^ 

the line manegrs belief in the evaluation process, .*nen 
"■ ■ it becomes his drxisina evaluation and not the cscision 

of some teclinician whose Judgement ho instinctively 
.. • questions, the manager vdlJ. tend to accept the^ t.ne 

values as established, and be less tempted to ceat 
■ the system by uograding the positions that re.poru 
to him.. . . the V.dlding of a more discriminating 
*" ' .system' - one that distinguishes between the outs'.xinGing, 

• ' average and poor performer - is the keystone of a more 
productive federal envirorinent. 

A more sopliistieatsd misthod than comparability must be 
found for setting executive pay levels. 
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11. Recoiru-cndat tons of th o F crfionncl Di re ctor's Confere nce, Chrirlotton^ll< 
— VaTHTiTrll 1975: Inte^i’ity in Tonitjon . /md Olo -r.if icatlon. 

Tlib' Per sonnci'Direc tote found that tho Syotem has boon inr.r.li.niatftd 
to cowpensato for pay problems with raoultlr.3 distortion and ^^rftd© 
creep, that nianaccrs have not aocepted rosj onsihil • ty for position 
nanag ent and control, tliat long standing statutoiy and regulatory 
requircKionts surrounding Position l-t\nngrr>ent and Classification 

are generally ineffectu-al. They advocated greater assertiycnesB 

. ■ by Personnel Directors, legal sanctions to the certification of 

job sheets,, issuance of a nevExecutive Order among other actions, 
to achiovo integrity in pSotion wanagraent and cXassificaticn, 


12. 1 July 75 
65^15 level 


r5: SEGN:AV Ii.jtruction 3*2510.6^ Subject: Classifj .c^_ljon_of^ 
GS--I 5 Lev el civilian positions within the Dept of the llavy 
refers to the. intended reduction of high level positions, p-<-aces 
added enphasis on position classification as an ess ential pers o^xnel 
program, and withdraws -Drovicus delegated authority | | | 

] to classifyfy G3-15 positions, from 


ILLEGIB 


I U'-/ 

all Navy and Marino Corp activities. 


Secre tary of S t ate Kissir^ger ordered an intern ^ ^ 

reor^‘ani7a tion in the State De p artme nt t-hat ccntrapijssd conuiol 

^ — r IT : ^ 1 ^ jy : 


13. 28 J\Lne 75: 


^including annual budget, linhiiig of personnel and fi^ds with 
policy objectives, review of the allocation of all job posioions 
„ in a' Priorities Policy Group at the Secretary’s level. 


14, 19 Auaust 75 ; Members of the Agency Sttidy ^rou n net \4j:-h 
State Dep t re presentatives who jaisid said that they were 
endeavoring to recover from a decade of decentralization, 
they had enjoyeds some success in cutting baclc higher level 
FSO positiona that were not occupied, tlieir classification 
people (ECi2 PFi®, Position and Fay M^nger.ent Division, FE-D) 
had no control over the nimobrs and P:inds of promotions in 
' 'yn the Foreign Service area, they had been scverly criticized by 
.thp CSC for their linbage of FSO and GS gi’adx levels and for 
their failure to get into the manpower utilization field, 

Tvro -other e::c-nnt agencies '.icre in terviewed . hSA was found to 
have their own progrsxi under the Personnel Director though 
DOD establishes" ccilinsg for super-gi’adcs?3S3nd establishes 
average grade controls, NSA has developed its own position 
standards and operates on a centralized oasis, tne Cinergy 
research and Davelopnent Adnlnistra7icn( former ;y -ASG) operates 
itsa own classification program wltho\if any external post 
audit or review. Their’s is a completely decentralized 
syatem with delegation of classification authorities to 
the ooerators. The central Fersonnsl Oifice esixiblishes 
atandi^ds and reviews proposals and occasionally audits, 

Thor© are only two or three pssitiad classifimers as such. 


ii. > 


Approved For Release 2i 


^ y p/||^^^q94p8A000300090007- 





I-00498A000300090007-2 . 


15* Jnlv *75. F.-^ngl on Fe^lornl Con 7 <o nf^? tlon j Rooni 210,3.730 K Str IT.W., 
Washirifjton D.G, 20006. Chaired by Vi< o Proaident Nelson Rockefeller 
with CSC Chairman Robort Hampton ns vice chriirmnh. This panel 
has not as yet roachod its findings. At the pQnol*3 first 
meeting 26 Juno 75 Rockof oiler stated his beleii? that federal 
pay must reir.ain coir.petitlvo vri.th industry salaries in order 
to retain and attract the best possible people* Hampton 
saifi, 'There is no thpught of turning back tho clock on federal 
pay* This would not only bo sil3y. It would bo self defeating*. 
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CONMWrS BY VARIOUS (UNIDl^f'n’IFIBD) MBII-RAL AGBNCY ' 
OFFICIALS ON 'llffi IMPACT OF AVERAGE GRADE CONTROLS 


I i. PERSONNEL DEVELOPMENT PR0GR.\MS 

i • * * 

I .. a. The average grade control and reduction is incora- 

j • patible with programs like Upv/ard Mobility, the 

i • "Staff Developnejit Program," and the "Executive 

i Fellow Program." If the participants are not 

j going to be built up for a great let down, rianago- 

j ment will have to do a lot of juggling to keep 

j . ■ down the. average grade. • . ■ 

I b; The development program for technicians becomes 

i' ' impossible to administer under a rigid average 

J . ; ' grade control. Hiring for a GS-4 (with 2 years 

i . 'of college or equivalent) with commitments to 

; ^ GS-S in 3 months, GS-6 in 1 year, and eventually 

a top of GS-IG or 11. 

‘ ’■ c . . \Dcvelopment program for engineers is frustrated by 

\ .. average grade controls. This program starts with 

hiring at grades 5 and 7 with automatic commit- 
.ments up to GS-11. 

d ; ■ Average grade control has forced the elimination 
• or at least the curtailment of the agency career 
- development program. 

e. Career ladder promotion commitments are not being 
j met, leading to considerable, frustration and, in 

I ; ' » many cases, the loss of the best qualified people. 

t .. - ■ : 

; • f. Career ladder ' commitments have been delayed in 

' jpany cases and have forced continued vacancies 

at the GS-11 and 12 levels; regular promotions 
have been generally dropped. 

g. Average grade controls lead to unsound personnel 
staffing practices. 


172 
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UND1-RR13CRUITING 


a. To improve the average grade picture, the agency 

undertook extensive recruiting at the GS-5 level 
instead of GS~7, which had been the practice for 
many years. Since other agencies were recruiting 
competitively for the same trainees at GS-7, the 
agency did not .obtain the usual high-quality candi- 
dates. The results were very costly with a termi- 
nation rate more than double that of the previous 
year. 1 . 

b. To hold do^m the average grade, recruitment was 
forced to- bottom. level , resulting in poor quality 
personnel. 

c. The agency was urged to hire GS-l's in order to 
meet the average grade problem. This was viewed 
as being totally bad personnel policy. 


d. When pushed to the limit, agencies hired temporaries 
...at GS-1 and let higher graded temporaries go. This 

was bad policy and resulted in lower productivity. 

e. Recruitment of GS-2*s was. forced for clerical staff 
in metropolitan areas. This was: quite unrealistic 

.arid, resulted in hiring unqualified employees. 

, Excessive recruitment at the trainee level even- 
tually weakens the professional fabric. 

g. • To pieet the average grade problem, excessive hiring 
. of part-time people at the lower grades was under- 

.. taken. 

h. To hold ,do^\Ti or reduce the average grade, jobs are 
being advertised at the lowest rung of the ladder. 
This often means inexperienced people. These 
people will of course move up after training and 
grade juggling will begin again. 

i. People transferring fi'om other agencies who are at 
the higlier rungs of the ladder often cannot be 
hired by the agencies needing them. Many people 
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from a(;cncics which are dissolving, therefore, tend 
to look elsewhere and experienced Government per- 
sonnel are lost. 

j. To meet the average grade requirement, many jobs 
are filled at the training ’ level- - for example, 

GS-3 instead. of 4 or 5--and then the agency is 
later faced with a need to promote. 

k. Average grade controls have forced the excessive 
use of subprofessionals. 

Job class I F I gat I on structure 

a.- Filling jobs at less than the normal grade level 
(GS-9 instead of GS-11) while not changing the 
job content, weakens the classification system. 


b. The average grade control does not touch IVage 
.. . .^Board personnel and, therefore, discriminates 

• ■ against the General Schedule series. 

c. Average grade controls have contributed to rigid 
central control of personnel classification- - 

J frustrating field administrators. 

• 

d. The need to keep the average grade down unduly 

influenced the Civil Service Commission classifica- 
tion review of claims representatives at the dis- 
trict office level. • 

ORGANIZATION ' 

a. Reorganizations which w’ould help improve production 
are often thAvarted as there are often grade raises 
involved. 


b. Average grade controls are seen as causing many 
key positions to remain vacant, seriously handi- 
capping the agency's management responsibilities. 


c. Pressure for lower average grade helped rationalize 
a reorganization which eliminated a number of 
GS-15's and related GS-5's 
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AGENCY MOR-^L E 

a. Grade control is detrimental to morale. Employees 
don't Kant to accept more responsibilities in their' 
jobs if they know there is no chance of upgrading, 

b. , A definite deferment of promotions had led to very 
. bad morale situations. 

c. . Rigid average grade controls leads to managers 

playing games and bending rules- -often using incen- 
tives awards as a substitute for deserved promotions. 

TPiE IMPACT OF NO GROWTH ' ' ' ■ 

a. With no recruiting, average grade goes up auto- 
matically. 

b. Lack of trainees and entrance level people in the 
work force is rising. 

c. -During periods of personnel hiring freeze and 

tight personnel ceilings, attrition forces the 
average grade up since most of the work force is at 
the -lower grades. • . • 

d. . Effective use of trainee levels can help to lower 

the average grade. However, this is sometimes 
incompatible with personnel ceiling requirements. 

e. • Reductions to meet average grade requirements tend 

'to hit support personnel leading to staffing 
v imbalances . . ■ • 

f. - Mino^rfty hiring ’is sometimes difficult because of 

grad.e. controls . IvTien jobs in an area are scarce, 
the better educated job seekers take the Government 
tests and achieve high grades so that the less 
educated minorities are further down on the register. 
V/hen grade control is combined with personnel ceil- 
ings, minorities often lose opportunities. 
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1. Outline Approach to Study of Perso nnel Management and 


Classification Function. 


t Paper) 


25X1 A 


2. Preliminary Thoughts on Advisory Committee Study of 
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Position Classification and Compensation 
Monograph: Controls 
Definitions of Functions 
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Report on Position Classification 


7, Discussion Guide for Top Management[ 
Internal 


8. Criticisms 
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10. Blake's 28 Apr 75 Letter to Chairman UbtbU on los 
Effective Personnel Management with Alternatives* 

11. An Estimate of the Cost of Grade Creep - 1 Apr 75 


25X1A ]2. Background Information on. GraHp . Creep for PMC Study 


Compensation, 25 July 75 


- 25 July 75) 


25X1A 


13. DDA's 10 Dec 74 Memo on Supergrades and Comments 

14. James W. Clark (0MB) 17 April 75 Memo on the CIA 
Personnel System. CIA has tighter control than 
State on grades p. 81 
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.The following is a list of additional material (Agency and non- 
Agcncy) which was reviewed, and returned to Plans and Control, OP, 
files. 


Non-Agency Material 


Presidential Memo - October 1969, Responsibility for Assuring Effective 
Management of Personnel Resources. 

Bulletin (0MB) No. 72-4-5, August 1971, Control of Grade Escalation 
in the General Schedule. 

CSC Bulletin No. 250-1, January 12, 1973, Review of Agency Systems of 
Evaluation of Personnel Management. 

CSC July 1974 Report of Project (1971/1972 Task Force) to Develop, ^ 

Test and Evaluate * * * GS-1 through GS-15 Non-Supervisory Positions. 

CSC Journal Vol-. 15, No. 1, July/Sept. 1974, Testing a_New Approach 
to Job Evaluation. 

Federal Employees News Digest, New and Tougher Job Classification Standards, 
November 1974. 

CSC Journal Vol. 15, No. 2, Oct/Dec 1974, A Plus for Effective Manage- 
ment. 

CSC Bulletin No 250-5, November 7, 1974, The Integrity of the Merit 
System. 

Public Personnel Management, Jan/Feb 1975, Monitoring Position Classi- 
fication -- Practical Problems and Possible Solutions [Gilbert A. 
Shulkino] . 

CSC, Summary of lAG 304th Meeting, CSC Cost Reduction Initiatives in 
Personnel Management. 

CSC Bulletin No, 250-6, April 10, 1975, Cost Reduction in Personnel 
Ifenagement. 

CSC Special Report, April 1975 for 1974 Suivey of Compensation Practices 
in Federal/State/Local Governments and Industry. 

Interagency Advisory Group, April 1975 Conference Report, tobrella 

Report A. - How Personnel Can Contribute to Cost-Effective Government; 
Umbrella Report B. - Integrity and Quality Staffing. 
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Personnel Directors Conference Report, June 1975, "Improving the 
Environment for Integrity." 

Classifier’s Column, Vol. VI, No. 7, July 1975, Task Analysis of the 
Position Classifier’s Job. 

Washington Post Parade, 20 July 1975, Article on Report (CSC) of State 
Department 'Violations" of Basic Civil Service Rules and Regulations. 

Washington Staf , Federal Column, Ai'ticle on Decline of Average Grade 
in Defense Department and Government -wide. 


Agency Material 
Classification Act of 1949 

Office of Personnel Memorandum: 1-14-7, 28 March 1966, 

Office of Personnel Memorandum: 1-14-11, 21 March 1968, 

DCI Delegation of Authority to Director of Personnel to Approve Upper 
Level Ceiling, 26 June 1974. 

DCI Mono to Chief, Audit Staff, 4 November 1974. 

ADD/A Memo to Director of Personnel , re Survey of PMCD, 21 April 1975. 
DD/A Memo to Chairman, CSC, 28 April 1975. 

BTiployee Bulletin, No. 497, 23 July 1975, Subject; Progress and New 
Directions in Personnel Management. 
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